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ABSTRACT 


This study attempts to identify some relationships between 
a number of demographic, fundamental personality, changeable 
personal, behavioural and organizational variables and various 
concepts of managerial success. 

Literature on the subject is reviewed and provides the basis 
for hypotheses suggesting that all the above variables may be 
related to managerial success. 

Twelve indicators of managerial success (including measures 
of hierarchial. position, salary, and managerial responsibilities) 
were factor analysed to produce four success factors relating to 
the manager's position within the hierarchy, his supervisory 
responsibilities, his rate of advancement and his recognition by 
the corporate Personnel system. 

Standard instruments were used to measure fundamental 
personality attributes (the California F Scale and the Thurstone 
Temperament Schedule), changeable personal characteristics (Dore's 
Leadership Questionnaire and Gekoski and Schwartz's Supervisory 
Index), behavioural styles (the Leadership Opinion Questionnaire, 
FIRO-B and Thomas' Behaviour Description Questionnaire) and the 
perceived Organizational Climates (Likert's , Friedlander's, and 
Litwin and Stringer's Surveys) of sixty-five Canadian public 
managers. 

A large number of significant relationships between scores 
on these scales and the Success indicators and factors and 


demographic variables were discovered through multiple regression 
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in support of the hypotheses. 

The conclusion was reached that the four success factors 
were useful measures of managerial success but they were more 
difficult to predict than the simple success indicators. 

Recommendations were made regarding the evaluation of the 
instruments used, the evaluation of corporate manpower programs 
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CHAPTER I 


INTRODUCTION 


This study was founded on the author's professional interests 
in the area of organizational development and management training. 
The area involves planned interventions in the development of 
groups and individuals, using behavioural science concepts and 
technology in order to effect accelerated growth or transition 
toward some model of organizational and individual behaviour. 

Although such interventions have been made (without models 
or formal behavioural science concepts and technology, perhaps) 
throughout the social history of man, it is largely to the post- 
war Human Relations movement that credit must be given for 
stimulating research into the area. The dynamics of group and 
individual development within organizations has been the topic 
of scientific study largely only in the past forty years. 

During this time the activities of management training and 
(more recently) organizational development have attracted 
considerable study from behavioural scientists and organizational 
managers. 

A number of potential benefits of management training 
(sometimes real, sometimes imagined) AS RA identified. These 
include higher productivity, corporate viability and flexibility, 
higher staff morale, and greater job satisfaction on the renee of 
managers themselves. 

Management training has also had costs associated with it - 
costs to both the individual and the organization. 


Cost-conscious managers, labor economists, and industrial 
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sociologists have long sought to compare the costs and benefits 
of training. Until recently, however, the weighing of such costs 
and benefits was largely in economic terms and was performed 
without much scientific study. The areas of evaluation studies 
were largely those of quantitative operations rather than 
management. The management training area proved somewhat elusive 
for the evaluators because of the nature of the manager's job. 
Studres=im tthieearea by Merqniez (1961) and Caunt (1971) for 
example were generally inconclusive. 

The results of these earlier studies led the author to believe 
that before one could evaluate activities aimed at improving a 
manager's performance, some way of differentiating between managers 
in terms of their performance was needed. While effectiveness of 
the managerial role would have been a more acceptable measure of 
performance, the author chose to restrict his study to that 
managerial performance which is recognized by organizational reward 


systems - in other words, managerial success. 


Purpose of the study 

The purpose of this study was therefore to explore the concept 
of managerial success and to discover some instrumental indicators 
of it. The study anticipated development at a later stage in terms 
of measuring changes in managerial success as a result of management 
training. The assumption ee made that instruments measuring 
certain properties or dimensions of managerial success would also 


be capable of measuring changes in success. 
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Outline of the Study 

The nexv four chapters examine the literature relating to 
successful or effective management in terms of what it is and its 
intrapersonal, behavioural and organizational associations. 

Chapter II reviews the literature on the Concept or, 
managerial success. A number of operational definitions of success 
in terms of indicators are identified and certain moderating 
variables are considered. 

The third chapter looks at a number of intra-personal variables 
and their relationship to success. Demographic variables, funda- 
mental personality dimensions and changeable personal attributes 
are examinéd as potential sources of predictor variables for 
relationships with managerial success. Particular emphasis is 
placed on those intra-personal variables which can be changed 
through a human relations training approach. The nature and 
durability of such changes are examined. 

In the fourth chapter, the focus turns to behaviour. A number 
of attempts to identify behaviours which differentiate managers 
from non-managers are reviewed. The influence of certain organ- 
izationally-relevant variables such as hierarchy and line/staff 
role are examined. Various approaches to the definition of 
managerial behaviour in terms of leadership style are considered, 
including such factors as the autocracy - democracy dimensions, 
the Ohio State Studies, and the Least-Preferred-Coworker approach. 

Chapter V reviews the literature on the perceived organiza- 
tional properties associated with managerial success. fiedler™s 


"Contingency Theory" studies and a number of organizational 
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dimensions are examined. 

In the next chapter, the preceding chapters are integrated in 
terms of a general research model and a number of general hypotheses 
are formulated. Specific expectations with respect to certain 
demographic, fundamental personality, changeable personal, 
behavioural and organizational variables are advanced. Scales 
measuring particular variables under study are reviewed. 

Chapter VII contains the empirical results of the study. 
Correlations between the various scales and the demographic and 
success variables are reported, and regression relationships 
between the success variables and the independent variables are 
established. The hypotheses and specific predictions of the 
preceding chapter are examined. 

In the wearin pea chapter, the general pattern of results is 
reviewed. Discrepencies between expectations and results are 
examined and conclusions drawn. A number of implications drawn 
from the study for application to organizational operation and 


for further investigation are suggested. 
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CHAPTER II 


MANAGERIAL SUCCESS 


A review of the management literature indicates that while 
a large number of writers have prescribed certain personal 
characteristics, behaviours or environmental conditions as 
pre-requisite to "success", few have attempted to define their 
criterion variables. This chapter reviews some of the definit- 
ions of the term "managerial success", and then discusses 
techniques that have been used in attempts to predict it. 

In three following chapters, personal characteristics, 
behaviours and environmental influences related to managerial 
success or effectiveness are reviewed. It should be noted that 
in much of the management literature, the terms "success" and 
"effectiveness" are used interchangeably. This implies that 
the manager who is more effective in enabling his organization 
to reach its productivity, or employee satisfaction, goals will 
be recognized by the organizational reward system. The validity 
of this assumption may be questioned within the context of the 


current research study. 


The definition of success 

Patton 01960), Pallett and Hoyt (1967) 3) Miner (19707571974). 
Friedlander and Greenberg (1971), Hornaday and Aboud (1971), 
Hundal (1971), Gutteridge (1973), and Steele and Ward (1974) 
are among the researchers who have specified criteria of 


management success in their empirical studies. 


A survey of over a hundred top-echelon executives in a large 
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U.S. corporation by Patton (1960) used hierarchial level as the 
success indicator. Patton found this factor to be associated 
wlth salary level for the executive's age group and the rate of 
increase of salary. 

Pallett and Hoyt (1967) used supervisory ratings of 
"advancement to date" and "anticipated advancement" as criterion 
variables in a study aimed at predicting particular job behaviors 
correlated with success. Eight factors were found to contribute 
to the prediction of overall success in general business jobs = 
"Persuasiveness", "Identification with the Business World'', 
iProplemi= Solving Abilaty”, “Leadership, “Oral Communications", 
NGreatrvacy'.. (Enthusiasm Cdrive)'", and "“Identifveataon with 
the Company'"'. 

In a study on the use of interviews in predicting the 
success of management consultants, Miner (1970) used four 
criteria of success: Number of promotions, performance rating 
on leaving the organization, mean increase in compensation rate 
per year employed, and length of employment. In a second study, 
Miner (1971) also used managerial ratings of performance and 
current compensation level as success criteria. 

Friedlander and Greenberg (1971) also used managerial 
rating and tenure of employment as success indicators, although 
their subjects were not managers, and had been previously 
unemployed. 

Studying entrepreneural success, Hornaday and Aboud (1971) 
defined as their criterion variable: 


"a man or woman who started a business where there was 
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none before, who had at least eight employees, and who 
had) beer establichned for at least eight years". 


Another study of entrepreneurs, this time in India by 
Hundal (1971), used the relative economic growth rates of the 
businesses in which the entrepreneurs operated as the success 
Lndex. 

A study of the careers of M.B.A. graduates by Gutweridge 
(1973) involved annual salary as the success Criterion because 
Cra iieuts readyoavatbabilitys, (2) its objectivity, vand (@3)) "the 
belief that most businessmen would accept salary as a valid 
measure rtot success". 

A similar svtudy of the career success of M.BsAws by Stecie 
and Ward (1974) concluded: 

"While there is no single and simple criterion of 

career success on which everyone would agree, we think 

that those who achieve the position of chief executive 

come closest to exemplifying a successful management 

Caneek wine al organization".3 

The above studies have generally used a single criterion 
of managerial success - be it: hierarchial level, number of 
promotions, performance or potential ratings, salary increases, 
length of employment, number of employees, organizational 
economic growth rate or salary level. 

Ore study or ssi gqniii1eance, which attempted Lo use moresithan 
one success criterion, was that by Laurent (1962, 1970). 

Laurent reported on the development and cross-cultural 
validation of a success index within Esso Europe's organization. 


Seventy-one variables, including position level, managerial 


effectiveness rating, and salary indices, as well as several 
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control variables such as company of assignment, functional 
activity, scores on the Ohio state Work Patterns Profile, age, 
length of service, education, and scores on standardization 
tests, were factor analyzed. Eleven components were extracted. 
the strongest factor, in terms of the amount of common variance 
accounted for, had. high loadings on those variables considered 
to ber the primary criteria = position level, salary and 
managerial effectiveness - and was designated as the success 
Criterion.» (iis eriterron had appreciable loadings on age (.360) 
and service (.22) and so the factor was rotated against another 
factor heavily loaded on these two contaminating variables to 
produce a new success factor, independent of age and service. 

The new success factor (designated the Laurent Success 
Index) was described as: 

"a score which can be obtained for each individual in an 
organization which reflects his relative degree of success 
in terms of his age, his salary classification, and his 
company”’s salary classification policy".* 

Building on the earlier work of Laurent (1962); Hebert and 
Dunnette (1967) were concerned about improving the predictability 
of the success index by introducing moderator variables. They 
found that the image of the underpredicted group was one charact- 
erised by emotional stability, skills in interpersonal relations, 
self-confidence, broad perspectives, self-insight, dominance and 
aggressiveness. Over-predicted individuals were characterised 
by the lack of these qualities. “By introducing item and scale 
moderator tests, they were able to raise the point-biserial 


correlation between predicted criterion status and actual 
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On the basis of the foregoing research findings, we might 
expect: factor analysis of a number of criteria, previously 
accepted as singular indicators of success, to yield a success 
factor (or factors) which could be used to represent managerial 
success. Such a prediction may, however, be modified by a 


number of personality variables. 


The Prediction of Success 

Several of the authors quoted above found a number of 
personal, behavioral, or environmental correlates of the success 
criteria they used and suggested their findings as possible 
predictors of managerial success. 

Among the personal factors used in the previously-reported 
research as moderating variables on success were: age (Patton, 
1970), tenure in the organization (Miner, 1970), pre=educational 
experience (Gutteridge, 1972), and number of years since gradu- 
abion (Steele and Ward, 1974). 

Educational level attained was also found to be a moderator 
variable on success by Grubel (1969) and Rhinehard (1969). 

Other personal characteristics found to correlate) with 
success criteria were: achievement motivation (McClelland, 1961; 
Wainer and Rubin, 1969; and Hundal, 1971), need for nowete 
(Wainer and Rubin, 1969), support and independence (Hornaday 
and Aboud, 1971) and job satisfaction, value of growth and 
expansion, and collaborative attitudes towards labour unions 


(Hundal,= 1971). 
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Tanofsky, Shepps and O'Neill (1969) made the interesting 
discovery that a combination of high prior income, and having 
more than two dependents appeared to be predictive of success 
in the sales function. 

Bailey (1967) found that executive sueeees correlated 
witha the ability to cope with stréss: ani attitude of self= 
expendability; the capacity to concentrate deeply; and the 
influence of a "model" manager early in their career. 

Among the non-personal predictors of career success, peer 
nominations have been used with some positive results by 
Hollander (1965) and Amir, Kovarsky and Sharan (1970), both 
in military contexts. 

Greenwood and McNamara (1967) found that situational tests 
could be reasonably reliable predictors of managerial success, 
even with the use of non-professional evaluators. 

In addition to such psychological and sociological techniques 
for predicting managerial success, attention in recent years has 
been given to the use of assessment centres as a technique for 
identifying high-potential managers and predicting their success. 
While a review of the literature on assessment centres would be 
outside the scope of this work, perhaps one such study will 
serve as an example of what has been done in this f1reld. 

Wollowick and McNamara (1969) report on the validation of 
an assessment centre technique for middle managers in an elect- 
ronics company. The success criterion they used was the increase 
in managerial responsibility three years after participation in 


the assessment program. Their measure of managerial responsibility 
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waS a two-digit position-code, whose level was determined by 
job analysis of the position, taking into account "the number 
of people supervised, complexity of the job, financial respons- 
ibility involved, skill required, etc." 

Resuses otithe study are illustrated in Table 1. The 
authors conclude that the assessment-centre approach was valid 
and did add significantly to the predictiveness of pencil-and- 
paper tests. This was particularly the case when program 
variables were combined statistically rather than using a 
subjectively-derived overall rating. 

Grant, Katkovsky, and Bray (1967) investigated the use of 
projective techniques in the prediction of managerial success. 
Using salary progress as their criterion variable, they were 
able to find relationships between this factor and a number of 
scores from projective technique instruments. The projective 
results, however, appeared to bias other judgements on potential 
success made by assessment centre staff when the results were 
known by the staff. 

Bray and Grant (1966) summarized the research on assessment 
centres as follows: 

"Though no firm conclusions regarding the predictive 
validities of multiple assessment procedures can be 

drawn from the rather mixed findings of published 

Cescarchie 1c docs appear clear that the more accurate 

predictions were obtained where the performance to be 

predicted was clearly defined, the assessment results 

dvd not restrict the range of subsequent inferior 

performance, and the criterion measures employed were 

not Jimited by low reliability and questionable validity." 


DeNelsky and McKee (1969) later concluded a review of the 


literature in this area by saying that assessment centres were 
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Table 1: Correlations with Change in Position Level in the 


study by Wollowick and McNamara (1969). (N=94) 
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more able to predict weaknesses than strengths in managers. 
Environmental variables which influence managerial success 
would include those found in studies reported earlier - namely: 
cCounthy siti which the organization, operates (Laurent, 1970, and 
Bassmand Branke, ©1072) publieyor private sector (Rhinehart, 
1OCOUF Sand sthe, organizational job classification system \(Wollo— 
wickeand McNamara,.19509).. Other variables found by Gutteridge 


(1973 sine Luded corporate size and functional area. 
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Summary 
On the basis of the findings reported in the above liter- 

ature, we might expect managerial success to be identified by 

such Criteria as: 

1. Hierarchial level within the organization 

2e Rate of promotion through the organization 

3. Performance rating 

io eelevel and! Gate of increase of salary 

5. Length of employment with the organization (in the case 
where .oopting out of the organization by resignation was a 
prior behavior pattern) 

6. Number of employees reporting to the manager, and 

7e Size and growth rate of the organization budget. 
These success criteria may be modified by the following 

qualities relating to the individual: 

ike Age 

2. Length of employment with the organization (Where employment 
is a stable characteristic of the individual) 

3. Number of years since last full-time educational experience 

4. Length of pre-educational work experience 

5. Educational level attained 

6. Number of dependents, and 

7. A number of personal characteristics such as need for 
achievement, supervisory style, etc. (These personal 
characteristics, needs and behavior patterns will be 


examined in more detail in later chapters.) 
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Since success is to be defined within an organizational 
context, the size and geographical location of the organization 
should also be considered, along with its personnel classifi- 


cations system and the nature of the manager's work. 
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CHAPTER Iil 


PERSONAL CHARACTERISTICS AND SUCCESSFUL LEADERSHIP 


Much of the early research work on the topic of leadership 
focused on the 12dentiticatton of a number of personality cCharact— 
erictivce Of tUralus which Gitirernentiated leaders trom non— 
leaders. Reviews of the literature by such writers as Bird 
(1940), Stogdill (1948) and Gouldner (1950) contain many examples 
of this approach. In general, however, results from this line 
of research have proved disappointing in terms of the ability 
to predict successful leadership on the basis of personality 
iced vrs 

This chapter reviews some of the literature relating to the 
personal characteristics of leaders - including personality 
traits, attitudes, and demographical variables - which purport 
to serve as predictors of managerial success. Particular 
emphasis is placed on those personal attributes, such as job 
satisfaction, expectations and self-perception, which offer a 
possibility of being changed through a management training and 


development. process. 


Non-changeable Attributes 

Among the demographic variables considered by researchers, 
sex (Megargee, 1969; Archibald, 1970; Rosen and Jerdee, 1974), 
age (Lefkowitz, 1967, Cleland and Newman, 1969; Vroom and Pahl, 
1971)59F racial origin (Bloom and Barry, 1967; Fenelon and 
Magargee, 1971; Jones, 1973), socio-religious background (Lenski, 


1961, Turner and Lawrence, 1965, and Blood, 1969), intelligence 
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levels (Sykes, 1962; Ghiselli, 1968), and work histories (Maier, 
Hoffman and Read, 1963; McLennan, 1969) have all been found to 
influence the degree of success a manager attains. 

Part ot the reason for the’ effect of these non-changeable 
variables may be that appointment to higher managerial positions 
in an organization may be influenced by a number of socio- 
economic, sexual, acral, polstical, religrous or physical 
Prejyudvees on the part eft the ‘selectors. “In addition, isweh 
factors as age, education, length of experience and tenure with 
the organization may be taken into account. Since most of these 
elements cannot be significantly changed by a management or 
organizational development activity, we must generally accept 
these elements as non-controllable moderating variables in the 
determination of managerial success. 

A number of personal characteristics, which may be classi- 
fied as fundamental pemeonaa ty structure dimensions and 
subject to limited and difficult change, have also been studied. 
Included in this category would be the individuals' cognitive 
complexity, his general level of psychological activity, his 
propensity toward creativity, and his task aptitude. 

Streufert and Struefert (1968) investigated the relationship 
of personality variables to leadership behavior in terms of the 
effects of simple/complex cognitive styles on negotiations. 

350 male undergraduates participated in an international nego- 
tiations simulation in two-man teams. Cognitive complexity was 
measured using a sentence completion test, while leadership 


style was indicated on Stogdill and Shartle's (1948) Boel oeae. 
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thesresults of he. .experiment suggest »that -cognitively-= 
complex leaders have, a high tolerance for uncertainty in 
negotiation tasks, and are generally high in "consideration" 
or person-orientation. Cognitively-simple leaders are high in 
thes initiatvon of ystructuce!! and in production—emphasi.. 

A similar pattern of cognitive style differentiation was 
discovered by T-R. Mitchell (1970).. 

Webber (1970) investigated differences in perceptions of 
supervisor-subordinate communications along an active-passive 
personality dimension of those involved. He found that this 
personality trait appeared to modify the amount of communication 
in which the individual perceived himself to be involved. This, 
in turn, might influence the individual's performance in a 
managerial capacity and his style of leadership. 

Research into correlates of creativity among technical 
personnel has had mixed results (see, for example: McDermid, 
1965) lucker, Clane and Schmidt, 1967, and Hall Vand McKinnon, 
1960) Cert ainevordanizavional Variables, such eac jobs involve 
ment" and "time extension" (Goodman, Furcan and Rose, 1969), 
"degree of social task interaction" (Rotter and Portugal, 1969), 
and "specialization"/"project teams" mode of operations and 
feedback level (Stone, 1971), have been found to moderate the 
effects of innate creativity. 

ho study of the etfects of task difficulty on the prediction 
of success (in terms of salary and position attainment) was 
conducted by Dodd, Wollowick and McNamara (1970). The authors 


found that the various personality tests used to predict success 
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were all moderated by the subject’s aptitude toward the task. 
This suggests that aptitude may moderate the relationship 
between trait measurement and job performance. 

Topthesdeqreec ithar cogniLive ‘complexity, activity, crea- 
tivity, and aptitude are required of a successful manager, we 
might expect these personality variables to be relatively 
difficult to modify by currently-accepted development techniques. 
More radical personality change methods in terms of behavior 
modification technology and psychotechnology are suggested by 
slimnei 197 bieand Scott, (1974). Since these techniques are 
currently outside the generally accepted practices of managerial 
training and development and do not yet appear to have reached 
the stage of non-clinical application, they represent only some 
interesting potential future developments beyond the scope of 


GiNuh SS Shelich ys 


Changeable attributes 
Studies focusing on personal characteristics which may be 
changed can be grouped into those relating to the individual's 
needs and their gratification, and those relating to his per-— 
Cepi Lions. bot of his own role and of the eifects of his 
behavior upon others and upon himself. 
ie Need Satistaction and ats Relationship, to. Performance 
Cummin (1967), Ghiselli (1968), Hackman and Lawler (1971), 
and Starcevich (1972), are examples of researchers who have 
attempted to identify profiles of individual needs which 


differentiate between leaders and non-leaders. 
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Cummin (1967) attempted to identify differences between 52 
Boston businessmen in terms of their successfulness, using 
McCelland's (1961) Thermatic Apperception Test. He compared 
responses to fotr T.A.T. pictures with salaries (relative to 
the mean for the group) and found that those executives with 
greater-than-mean salaries scored significantly higher than 
their Tena colleagues on scales recording their needs for 
AaGiaevemenu, affiliation and power. No Siqniticante Gdipirerences 
were found with respect to the autonomy, aggression and 
deference needs. 

An AnVest? gation into the interaction of motivation, 
personality traits and managerial success was conducted by 
Ghiselia’ (1968)> A group of 271 middle-managers were rated as 


being more-/less-successful than average and the following 


trait measurements were taken: "intelligence", "supervisory 
ability", and "self—assurance". Motivation of the managers 

was classified by Ghiselli in terms of "job security", "high 
financial reward,” "power over others", and "selt-actual ization". 


Positive relationships were found between ratings of the 

managers success and: 

(1) intellectual level (up to a certain point) 

(2) supervisory ability (as required by the situation) 

(3) initiative (consisting of motivational and cognitive 
components) 

Ci) selt=assurance, and 

(5)° “self-<actualization level. 


The above relationships were, however, modified by the 
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basis, OL the individual's motivation. If “job security" 
motivation was high, the relationship between supervisory 
ability and supervisory success was found to be weaker than 
whem wie fijob iecuratcy!F need was low.) Lf motivation: Lor 
financial reward was low, there was a substantial relationship 
between self-assurance and success, but the relationship dis- 
appeared when financial motivation was high. The desire for 
"power over others" appeared to modify the relationship 

between self-assurance and managerial success in that the 
relationship was stronger when the power motivation was high. 
Likewise, "self-actualization" needs moderated the relation- 
ship between both self-assurance and supervisory ability on the 
one hand and the success criterion on the other. Ghiselli 
concluded that although all the motivations tested appeared to 
moderate the relationship between the trait characteristics 

and managerial success, "job security" may be the most powerful 
interaction variable. 

The interaction of job dimensions with strength of employee 
needs was also explored by Hackman and Lawler (197A): Jobs of 
employees in a telephone company were differentiated with 
respect to four core dimensions (variety, autonomy, task 
idenvity, and feedback). The degree of fulfillment of their 
higher ordér needs was found to be directly proportuonal Loy the 
presence of these dimensions in the employee's job. 

Studies of the differences between line/staff managers 
have also been conducted by a number of researchers, including 


Landsberger (1961), Porter and Henry (1964), and V.F. Mitchell 
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(1970)i2 

Landsberger (1961) found there to be four issues which 
differentiated between managers in various organizations. The 
flexibility/stabi Witty ‘of soperations; the long—-/short—term 
perspecuive: the deqree tovwhiich wesults are difficult to 
measure; and the maximization of personal/corporate goals 
were the issues involved. Line and staff managers were found 
to have different perspectives on these issues and may therefore 
betexpected  lopvhave different ‘criteria for successiul operation. 

Porter and Henry (1964) surveyed over 1700 managers with 
respect to self—/other-dirécted personality traits. “The 
perceived importance of inner-directed traits decreased from 
line-managers, to combined line-staff, to staff managers, with 
a. corresponding increase in other-directed traits. The authors 
concluded that, jfor success in their operations, staff managers 
felt the need to display more other-directed behavior, and to 
be more versatile in their self-directed behavior than their 
bine counterparts: 

Vers Mitchell (1970) studied the line/staff and hierarchial 
MCG SOULS rAGtieim Wweieieloiles slim 2) inten, Colmeeoeng Ihe ALS 
found that line officers were generally more satisfied with 
respecte to psychological needs than their staff cequivalents. 

The relationship between job satisfaction and hierarchial 
rank has also been studied by a number of authors. 

Brown and Neitsel (1952) found for example, that morale 
scores for three levels of supervision were positively related 


to echelon level of the supervisor. 
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Herzberg, Mausner and Snyderman (1957) concluded their 
review of the literature on job satisfaction with the comment: 
"One unequivocal fact emerges from the studies of job 

Sattetaction;: the hagher the level of occupation, the 
higher the morale", 11 
Similar conclusions were drawn by Porter (1961a, 1962, 
1964), Rosen (1961b), Porter and Mitchell (1967), Rhinehart, 


Barrell DewWolte; (Gnitfin ‘and *Spaner (1969); and Slocum 41971). 


ElSalmi and Cummings (1968) researched the relationship 


between certain organization variables and managerial motivation. 


Independent variables considered were: job hierarchial level; 
corporate size; type of organizational structure; and line/ 
Staff organizational role. The level, deficiency, and perceived 
possibility, of fulfilment of managerial needs were taken as 
dependent variables in the questionnaire, which was sent to 
approximately 950 managers. 

It was found that need gratification varied across hier- 
archial levels. Line managers at lower levels reported greater 
need fulfilment than staff personnel, while at the middle- 
management level, this trend was reversed. Job level and 
eorporate Structure were seen to interact to produce different 
sets of need perceptions and satisfactions. 

The relationship between the satisfaction of needs and 
performance among managerial personnel has also been examined by 
a number of research workers. In their review of the literature, 
Schwab and Cummings (1970) identify three major perspectives of 
this relationship as: 


t.. the view that job) satisfaction leads to performance, jas 
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advocated by Herzberg, Mauser and Snyderman (1959), 
CPaethouvaew ennui eam Lawler and Porter (1967b), that 
appropriave performance leads to) job: satisfaction. and, 
3. the view that the relationship between the two variables 
is modified by a number of factors, as perceived, for 
instances by March and Simon, (1950).. 

A fourth proposition is made by Cherrington, Reitz and 
Seort (197d) mamel ya thats tthere) 146 no) inherent relationship 
between the two elements and that any desired relationship can, 
in fact, be manipulated by contingency reinforcement. 

in teipporteot the finest view, Ross and Zander (1957), for 
example, attempted to relate employee need satisfaction to 
turnover. In a company employing over 2,600 skilled female 
workers in a number of cities, the (169) employees resigning in 
a specific four-month period were matched on the basis of six 
categores of "perceived need-for-the-job'! and personnel data 
with a like number of "stayers". A questionnaire on the strength 
and degree of job satisfaction of affiliation, achievement, 
autonomy, recognition and "fair evaluation" needs was administered 
1H) [sXOmElol Charo Sic 

Significant differences were found between the mean scores 
Of stayers and leavers on the following scales : “amount of 
recognition perceived as being received", "dissatisfaction with 
the amount of recognition received", "degree of autonomy 
received") "dissatisfaction with that, degree of jautonomy” (and 
"dissatisfaction with the individual's achievement on the job!'. 


Ross and Zander concluded that the major influences on employee 
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turnover were the degrees of recognition and autonomy employees 
perceived that they received. 

A similar study was conducted by Weissenberg and Gruenfeld 
(1968), who attempted to relate job satisfaction to job involve- 
ment for supervisors. Ninety-six male supervisors in a state 
Civil Service Department were asked to complete scales on "job 
satisfaction" and "job involvement". 

The authors found job involvement to be significantly 
related to the supervisor's satisfaction with the recognition, 
achievement and responsibility he received. However, it was 
unrelated to both the supervisor's satisfaction with the work 
itself, with his own advancement, and to general hygiene factors. 
Some relationships between job satisfaction and satisfaction in 
interpersonal relations with his own supervisor was also reported. 

bawler (19684) andertook a cornelation—causal analysis, of 
the relationship between job attitudes and performance. Fifty- 
five managers in social service agencies were tested on two 
occasions with a year between testings, and were ranked on both 
occasions on the basis of their performance by their supervisors 
and their peers. The attitude scale administered to them asked 
for the perceived relevance of "pay", "promotion", “prestige, 
Nsecurity!, “autonomy” and "the opportunity to utilize their 
skills" to the organization reward system and the importance 
of these items to themselves. 

The best relationship between the performance and attitude 
variables at the two testings was found between initial attitudes 


toward the job and performance ratings a year later. From this, 
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Lawler concluded that expectancy attitudes could best be regarded 
as causing performance rather than performance causing attitudes. 
Possible modifying variables on this relationship were 
investigated by Harding and Bottenberg (1961), Landy (1971), 

and Skipton and Wertz (1971). 

Harding and Bottenberg (1961) expressed concern about the 
apparent lack of direct relationship between attitudes and job 
performance, and suggested that certain biographical character- 
istics might have a modifying effect on that relationship. 

They were unable, however, to identify such an hypothesised 
modifying effect at any level of statistical significance. 

In a study of the relationship between job satisfaction 
and performance, Landy (1971) used motivational type as a 
moderator variable. <A group of 175 engineers were subgrouped 
on the basis of three motivational types ("Professional 
Tdentification". "Team Attitude" and “Task Concentration") 
found by factor analysis of a number of scales.. Satisfaction 
variables were identified by the cluster analysis of responses 
to a questionnaire designed by Elbert (1966) as "advancement", 
Nethical’ principles". "creativity", “pay” and “working condi— 
tions". Performance of the subjects was rated by co-workers on 
six scales. The motivational type was again found to moderate 
the satisfaction-performance relationship. Skipton and Weitz 
(1971) explored’ the relationship between task enjoyment and 
task success, using self-esteem as a moderator variable. Success 
and failure’ in the task were found to be related to reported 


task enjoyment, regardless of the subject's self-esteem. Dis- 
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crepancies were found between reported task enjoyment and 
perseverance on the task, which was thought to be an indicator 
of enjoyment. 

The level of involvement of an individual in efforts to 
achieve organizational goals has also been shown to be dependent 
on a number of other characteristics. 

Fouriezos, Hutt and Guetzkow (1950), for example, showed 
PaciLecipation to be a function of the individuals confidence 
in his own views. Thomas (1956) related participation to the 
individual's ego-strength, while Marak (1964) showed it to be 
a function of the individual's ability to perform the group task. 

The above studies suggest that the more an individual's 
higher-order needs are stimulated and gratified, (in particular, 
his needs for recognition, autonomy and achievement), the more 
successful his performance as a manager will be. This relation- 
ship may be modified by the individual's motivational type, by 
his relative ego-strength and by his own abilities. 

a. Expectancy Theory 

A second set of personal characteristics influencing 
managerial performance relates to the perceptions the individual 
manager has about the instrumentality of his behavior toward 
achieving salient rewards, and.the relationship between effort 
on hits part) and performance. In general, studies in this area 
have been integrated by Vroom (1964) and Porter and Lawler (1968) 
into what has become known as "Expectancy Theory". z 

The perceived relationship between such behaviors as 


“working hard", "effort", and "good job performance" on the one 
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hand and a number of Seconda, aire outcomes on the other has 
been investigated by Lawler and Porter (1967a), Hackman and 
Porter (1968), Gavin (1970), Goodman, Rose and Furcon (1970) 
and Korman “€1971)*% The trend in their results indicates that 
the degree to which the individual sees these behaviors as 
enabling him to gain salient second-level outcomes (such as 
managerial success) will strongly influence his performance of 
these behaviors. 

The relationship between perceived instrumentality and 
performance will naturally be modified by the individual's 
ability and his freedom to pursue his goals, as confirmed by 
Georgopolous, Mahoney and Jones (1957), Lawler (1966) and Graen 
(1969). 

Other modifiers, such as the individual's perceptions of 
equitable pay (Adams, 1965; Weick, 1966; Hinrichs, 1969; Finn 
and Lee. 1972) “and job security (Evans* and Molinari, 1970) have 
also been explored. 

Studies on expectancy theory therefore suggest that an 
individual's performance as a manager will be positively related 
to his perceptions of the strength of the relationships between 
effort, performance’ and success.” This relationship will be 
modified by the individual's freedom to pursue his goals, his 
ability, and his feelings of job security. 
pew Role expectations 

A further moderating variable in the job satisfaction- 
performance relationship - role perception - has been studied 


by a number of authors, including: Katz and Eisenstadt (1961) 
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Hurwitz, Zander, and Hymovitch (1968), Thompson (1971), House, 
Filley, and Gujarati (1971), O'Reilly (1973) and Greene and 
Ondan (49773) > 

Katz and Eisenstadt (1961) observed a tendency within the 
Isreali Immigration Service towards a de-emphasis of the bureau- 
Cratierroles, After detailed analysis of a number of case 
Situations in Isreal, they concluded that the bureaucrats were 
perceiving of themselves more as teachers in trying to teach 
new immigrants how to be clients of the bureaucracy. ' The 
bureaucrats talsolaccepted a responsibility for socializing new 
immigrants into Isreali society at large, and offered leadership 
within that society. 

Hurwitz, Zander and Hymovitch (1968) investigated the effects 
of perceived status on the behavior of members in discussion 
groups. Forty-two persons working in the field of mental hygiene 
were invited to attend a one-day conference in a Midwestern U.S. 
city. The individuals were pre-selected on the basis of 
accredited high/low professional prestige. 

At the conference, the subjects participated in a number 
of mixed discussion groups and reported on: the extent of their 
liking for other group members; their perceptions of being liked 
by them; and their perceptions of the extent of their verbal 
participation. Objective measures of participation were also 
kept. 

It was found that group members occupying low-status 
positions perceived high-status participants in an ego-defensive 


manner, wanting to be liked by them, and talking mainly to them. 
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Low-status participants were expected by others to participate 
to a lesser degree in the discussions, and others perceived 
their contributions as being exaggerated. 

Theompeon (1971) sstudied the effects: of supervisory style 
on job satisfaction, (moderated by self-perception) among 
administrators of a public agency. He found that subjects 
with a high level of favourable self-perception were less likely 
toyperceive thesesupervisory (styleyof their boss as supportive, 
and reported lower job satisfaction than those with a low level 
of favourable self-perception. 

The relationship between subordinate perceptions of the 
behavior of their immediate superiors and the satisfaction of 
subordinate role expectations was explored by House, Filley and 
Gujarats C1971). “Leader s'consideration", “initiating structure, 
"technical competence" and "decisiveness! were found to be 
related to 11, 10, 2 and 13 measures of subordinate role satis- 
faction respectively. Hierarchial influence upward was not 
found to have significant effects longitudinally on the relat- 
ionship between satisfaction and the "consideration"dimension. 

O'Reilly (1973) compared the differences in supervisor and 
subordinate perceptions of subordinate ability with respect to 
the subordinate's performance of 41 different tasks. Disagree- 
ment existed in the perceived skill level in one third of the 
cases. O'Reilly concluded that improving a subordinate's 
perceptions of his own job abilities and the supervisor's 


values had a positive effect on the subordinate's satisfaction 


and job performance. 
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Greene and Organ (1973) researched the effects of received 
role (the person's perception of what other members of the 
organization expect of him) on job satisfaction and performance. 
Role accuracy was determined by 142 first and second-level 
managerial dyads completing Stogdill and Shartle's (1955) Work 
Analysis Forms for the first-level manager, while job satisfac- 
tion was measured on Bullock's (1952) Job Satisfaction Scale. 

A number of models were used to try to explain the relationship, 
but Greene and Organ concluded that compliance to the received 
role led to performance that was perceived by managers as 
effective, and subsequently to reward. 

The above studies on role expectations suggest that the 
way an individual perceives the nature of his role, the degree 
of confidence he has in his own abilities, and the degree of 
congruency between the individual's perception of his role and 
the expectations placed upon him by others will all influence 
his effectiveness in that role. 

The manner in which role perception varies with hierarchial 
ranks has also been studied by a number of authors, including 
Porter and Ghiselli (1957), Porter (1959, 1961b), Rosen (1961b), 


Kahn, Wolfe, Quinn, Snoek and Rosenthal (1964), Zajone and Wolfe 


(1966), Mitchell and Porter (1967), Lichtman (1970) and Schneider 


and Bartlett (1970). 


Porter and Ghiselli (1957) researched the differences in 
self-perceptions between top- and middle-managers. A 64-item 
forced choice adjective checklist was given to 170 middle 


managers and 100 top managers. 
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The more senior managers perceived themselves as active, 
self-reliant, and generally willing to risk action on the basis 
oi® selai—-contidence*or their own ideas rather than objective 
evidence. They saw themselves as able to capitalize on 
opportunities, and not: easily discouraged. In social relation- 
ships, they described’ themselves as cultured, refined, candid, 
Seyei hi Tenvarde confident, and able to get along easily with 
others without having to ingratiate themselves. 

The middle managers described themselves in terms of 
careful planning, thoughtful actions, well-controlled behavior, 
seldom making rash decisions, placing reliance upon operating 
within the rules and conditions of the system, and not as 
confident in their own judgements. They seemed to see themselves 
as stable and dependent individuals who try to avoid making 
mistakes both on the job and elsewhere. 

In a second study on the differences in self-perceptions 
among different hierarchial levels, Porter (1959) presented 
the forced-choice adjective checklist to 291 upper-management 
personnel, 171 first-level supervisors and 320 operative. line 
workers. 

Hew iound ’that in comparison to both their superiors, and 
their subordinates, first-level supervisors perceived themselves 
as conservative and cautious. Porter drew a conclusion from his 
study that first-level supervisors see themselves as a group 
apart from both their superiors and their subordinates. 

Porter (1961b), in a third study, asked 140 bottom- and 


middle-level managers in 3 companies to select behavioral traits 
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Hequireduronr theirajobs tromeaslist of 13 traits arranged in 78 
forced-choice pairs. He found a correlation of .97 between the 
levels on their ranking of traits, with cooperative traits being 
rated higher than individualistic or independent traits. The 
ranking of traits did vary, however, from company to company. 

A study by Rosen (1961b) also examined the difference in 
managerial role perceptions between hierarchial levels. Sixteen 
role prescriptions were ranked by managers on three hierarchial 
levels onithe basis of) (a) qualities the incumbent felt his 
position should possess; (b) the demands he placed upon others; 
and) (c) predictions of the demands others placed on himself. 

A tendency for an individual to perceive his role similar 
to that which he predicted would be demanded by his superior, 
was discovered. There was, however, no significant relationship 
between the predicted and actual demands of the superior. Rosen 
concluded that this lack of agreement in the perception of the 
subordinate's role was greatest at the highest organizational 
ewe. Sic 

Kahn, Wolfe, Quinn, Snoek and Rosenthal (1964) employed 
several measures of emotional adjustment in a study of employees 
in several industrial concerns. They found that the degree of 
tension induced by perceptions of job-related role conLrhict, 
rolevanbiguity, “and overload increased with the respondent's 
ranklin historganization. 

In a study of the cognitive consequences of organizational 
rank, Zagone and Wolfe (1966) found that the degrees of differ- 


entiation and complexity, characteristic of an employee's 
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general knowledge of his organization, increased with his rank, 
and were also higher among staff as opposed to line personnel. 

Mitchell and Porter (1967) confirmed for military organi- 
zations the findings of Porter and Henry (1964a) that changes 
in role perception are associated with changes in organizational 
rank. The authors found that the strengths of inner-directed 
traits increased with rank, as the strengths of outer-directed 
traits diminished. 

A study by Lichtman (1970) examined the distribution of 
emotional adjustment and organizational knowledge across hier- 
archial ranks of a semi-professional/technical government 
organization. Lichtman found both variables to increase with 
hierarchial rank. 

Sehneider and Bartlett (1970) asked the questions: "To 
what extent do people at a given level of an organization agree 
on the dimensions of organizational climate?" and "To what 
extent do people at different levels agree on the evaluation of 
the organization on the dimensions of interest?" Data from 125 
managerial and 386 agent personnel in 69 life insurance agencies 
was collected using an Agency Climate Questionnaire. 

Six dimensions of climate were identified by factor 
analysis as: Managerial Support, interagency conflict, managerial 
structure, new employee concern, agent independence, and general 
satisfaction. Decay ane of the organizational climate between 
hierarchial levels showed a significant lack of congruency. The 
authors advised caution in drawing conclusions about the nature 


of organizational climate across hierarchial levels. 
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We might therefore conclude that the way in which a manager 
sees his role or describes his activities will be a function of 
his level in, the: organizational hierarchy. Likewise} what’ i's 
construed as successful management will also be a function of 
the individual’s hierarchial level. 

To summarise the reported studies on changeable character- 
istics of individuals which influence managerial performance 
andesuccese: the andavidual”s need gratification profile, his 
perceptions of the relationships between effort and success, 
thesrole he perceives for himself and that others expect of him, 
are all potential moderator variables. The success an individual 
achieves as a manager may be predicted to some degree if data 
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The effects of tfainine 

Having established that there are a number of personal 
characteristics which influence managerial performance and which 
possibly are changeable, our attention must now turn to change 
in these attributes, the conditions under which change is 
possible, and the durability of such change. 

Research into the effects of prior environmental and 
individual predispositions on the change process has eo 
conducted by Katz, Sarnoff and McClintock (1956), McClintock 
(1958), Katz and Stotland (1959), Mahoney, Jerdee and Korman 
(1960), Sykes (1962) and Carroll and Nash (1970). 

Research by Katz, Sarnoff and McClintock (1956), McClintock 


(1958), and Katz and Stotland (1959) indicated that individuals 
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with low ego-defensiveness were more amenable to attitude 

change through training than those exhibiting high ego- 
defensiveness. These authors suggested that persons with high 
job satisfaction and high satisfaction with their existing 

level of advancement incur most change as a result of supervisory 
training. They inferred that such individuals perceive training 
as offering them significant potential for increased job 
Satistaction. 

Mahoney, Jerdee and Korman (1960) investigated the pre- 
training job savulistaction of participants in a training program 
and its relationship to training effectiveness. They found a 
positive correlation between the two variables. This relation- 
ship was accentuated when successful results from training were 
highly dependent on intergroup relationships. In this last 
case, the attitudes of the company's top management formed a 
powerful reference point and a moderator variable on the results 
of training. The authors concluded that the trainees who were 
most likely to benefit from training were those who had already 
demonstrated an acceptance of the values of the organization, 
and who felt secure in their positions. 

A study by Sykes (1962) examined the relationship of the 
results of training to the pre-training sentiments participants 
held toward senior management. Although one of the objectives 
of the training program studied was to increase participant 
morale, Sykes found morale to be negatively correlated to the 
frequency of contact the participants had with senior management. 


He also found morale to be negatively correlated to certain 
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personal \characterieules fof the participants, such @e intelle— 
gence (which was positively related to the level of interaction 
with senior management). 

He concluded that the training program had increased 
dissdtivsetaction instead of improving morale because it failed 
to develop congruency in the role-perceptions of managers at 
ditterent Wevelsjin the organizational hierarchy.’ Six months 
tO lVapyearwatver the trainings) Sykes found that 83 of the 97 
supervisors involved still fflelt that the attitudes of senior 
management needed changing prior to effective organizational 
change. 

A study by Carroll and Nash (1970) investigated other 
personal and situational characteristics as determinents of 
reactions to management training programs. The authors 
developed an instrument to monitor participant reaction to the 
program and their perceptions about certain aspects of: their 
jobs; their subordinates; their biases in the organization; 
the training and development climate; and the reward/punishment 
systems. 

Trainees who were likely to react favourably to the program, 
describing its material content as relevant to their) job, and 
expressing plans to use the training back on the job, were 
generally those who fulfilled one or more of the following 
conditions: 

1. They were interested in) promotion to higher positions: 
2. They saw a relationship between their performance and the 


corporate reward system or their pay. 
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3. They were relatively more satisfied with their pay level 
and with the organization. 

4. They perceived that the program had top management support. 

5- They had a high current concern about human relations 
problems. 

6. They felt they had greater autonomy in carrying out their 
jobs, had a greater degree of influence over their superiors 
and control over their subordinates. 

7. They had more years of service with the company. 

8. They had been exposed to other management training programs. 

Negative relationships were found between participant's 
liking for the program and their opinions about the number of 
changes needed in the organization or their feeling that making 
‘proper’ decisions was of high current concern. A significant 
positive relationship was also found between age and concern 
over human relations problems - with younger employees being 
more concerned with better organizing and decision-making than 
their older colleagues. Similar findings were reported by 
Alfreder (1971). 

The preceding studies have suggested that the following 
conditions apply for maximum benefit from the Griaieihag process: 
low ego-defensiveness, an acceptance of organizational values, 
an accepting attitude toward top management, and an ambitious 
Gals pO st lOlds | 

Research on the training process itself has, in recent 
years, dwelt particularly on human relations training, or the 


T-Group. According to Bradford, Benne and Gibb (1964) such 
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training has as its objectives: 

1. to learn more about one's’ self 

2. to facilitate group-member functioning in other group 
situations 

3. to be a more effective group member, and 

4. to create greater understanding of group behavior. 

T-Group training would appear to be relevant to change in 
leadership attributes, since the self concept and the role 
identification of the manager have already been shown to be 
related to managerial performance. 

Changes in self-concept and self-acceptance as a result of 
"T-Group" types of training have been studied by many authors 
with mixed Pe fare Burke and Bennis (1961), and Gassner, 
Gold and Snadowsky (1964) reported significant changes in the 
self-concept and jthe concept of the ideal self after Sensitivity 
Training, while Moon and Hariton (1958), Asquith and Hedlund 
(1960) "Hand and’ Slocum (1970)? and’ Vicino, Krusell, Bass, Deer 
and Landy (1973) report a Ooreater acceptance of self and of 
others. The findings of Lohman, Zenger and Weschler (1959). 
Kassarjian (1965), and Cabianca (1968), however, refute this 
change, while Ford (1971) and Huebner (1971) concluded that 
while change took place during their experiments, they were 
unable to predict the direction of such change. 

Pino (1971) found significant changes as a result of T- 
Group training along the dimensions of "openness" and "empathy" 


in interpersonal relations. 


Changes in the individual's role concept and his perceived 
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leadership behavior as a result of T-Group training have also 
been studied by such authors as: Bass (1962), Gassner, Gold and 
Snadowsky (1964), Carron (1964), Miles (1965), Oshry and Harrison 
(1966), Mosvich (1966), Harrison (1966), Bird (1969), Dunnette 
(1969), Carrigan and Golenbiewski (1970), Hand and Slocum (1972) 
and) Bouchard (1972). 

inven evaluation study of managerial laboratory training, 
Bass (1962) studied changes in sensitivity to interpersonal 
behavior by means of a sentence completion test. A group of 34 
managers viewed the film "Twelve Angry Men" before and after 
a laboratory training workshop and, on both occasions, completed 
questionnaires. <A significant increase on a scale indicating 
"sensitivity to interpersonal behavior" was attributed to the 
trainimgy program. Bass: concluded that laboratory training could 
lead to increased sensitivity and understanding of interpersonal 
relationships. 

Gassner, Gold and Snadowsky (1964) attempted to measure 
attitude changes toward democratic leadership, as a result of 
human relations training. A "Democratic Leadership" scale was 
administered to a group of 94% undergraduates attending a human 
relations training program and 20 students enrolled ina 
psychology course, who acted as a control group. Pre- and post- 
training tests indicated a significant gain in the understanding 
of democratic leadership concepts as a result of the human 
relations program. 

The authors concluded that the human relations training had 


given stimulated growth and understanding in areas not directly 
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related to the phenomenal self, and-that such programs could be 
effective in teaching certain leadership principles and in 
developing particular attitudes toward democratic methods of 
leadership. 

Apeuuey Of the effects olCashuman, relations, training 
programlen a gqnoup, of supervisors in a chemical company was 
conducted by Carron (1964). Fleishman's (1960) scales and Adorno, 
Frenkel-Brunswick, Levinson and Sandfords (1950) :-California F 
scale were used with both the experimental group and a contro! 
group, pre-and post-training and seventeen months later. 

Analysis of post-training results showed that the "structure" 
score and the "authoritarianism" score for the experimental group 
. decreased significantly as compared to the control group. 

In his study of changes in self—-orientation as a result of 
T-Group participation, Miles (1965) concluded that changes were 
more apparent in organizion- and group-relevant behavior than 
iin @GilOlo~all Awiciei[ouMMnes Gk wl Seilse- 

Ashry and Harrison (1966) attempted to determine changes 
intinners-/ outer-directiveness as a result of sensitivity 
training and the effects of such changes on the participants 
work. 46 middle-managers from a variety of companies were asked 
to evaluate some possible causes of unresolved work problems 
and the resources open.to them in dealing with those problems, 
before and after a two-week NTL program. Evaluation of the 
program was by means of a 45 item check-list, listing a number 
of causes and possible ways of dealing with problems. 


The authors found that after the training, managers viewed 
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their work problems as less impersonal, saw more distinct 
connections between getting the job done and the satisfaction 
of interpersonal needs, and saw themselves as being the signif- 
icant Cause Of, ‘or "Contributor to.) theinvown work problems. 

The managers failed to see, however, how their new perceptions 
of problem causes could be translated into action. 

Another evaluation study by Mosvick (1966) found that 
trainees displayed significantly better abilities an-analysing 
a simulated communication-conflict situation which closely 
approximated "real behavior". The analysis of critical incidents 
also suggested that trainees applied motive-analysis techniques 
and concepts to on-the-job situations. 

Harrison (1966) was also ‘concerned with changes in concept 
preferences in interpersonal perceptions as a result of sensi- 
bivavey training. | Kelly's (1955) Role Construct Repertory Test 
was administered in 115 participants of a NTL sensitivity 
training laboratory, before, three weeks after and three months 
ater, the trainings  Siqnifticant increases anche wseevor 
interpersonal concepts (in comparison to concrete-instrumental 
ones) to describe associates were found three months after the 
training, but not in the short term. 

A study by Bird (1969) was aimed at identifying behavioral 
changes resulting from management training. At the beginning 
of the training program, participants were informed that the 
program's aim was to provide them with information and ideas 
which might be used when they returned to the job. At the end 


of the training course, volunteers were asked to describe one 
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way in which they were likely to alter their previous way of 
working aS a consequence of what they had learned during the 
program. 

The findings indicated that if no changes in the trainee's 
Knowledge, skill or outlook was identified immediately following 
training, there was no basis for expecting changes to take 
place after a peried of time. Bird concluded: (1) that change 
must be introduced in such a way that it does not provoke undue 
resentment or hostility from the other people concerned; (2) the 
extent to which a manager shows initiative toward making changes 
determines the amount of change he will accomplish following 
training; and (3) the effectiveness of behavioral change follow- 
ing training is dependent on the manager's superior, who occupies 
a key position in determining the success or failure of super- 
visory training. 

Hypothesizing that T-group participants learn to know 
each other woes as individuals than as stereotypes, and that 
they learn to differentiate more fully among other individuals, 
Dunnette (1969) conducted a study with University of Minnesota 
students. Sixty-five participants of a six-week T-group course 
were given "empathy inventory" before and after training. 
Analysis of) the datalindacated a Statistically significant 
increase in the incidence of interpersonal interaction and in 
the ability to differentiate between persons on the part of the 
experimental group as a result of the training. 

Golenbiewski and Carrigan (1970) also showed there to be 


change in the perceptions of both the existing and ideal organ- 
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izational climates in terms of satisfying individual needs and 
interpersonal and intergroup relationships. 

The authors concluded that: (1) a learning design based on 
the laboratory method Could modify behavior, attitudes and skills, 
(2) the off-site laboratory experience encouraged participants 
to adopt new patterns of behavior or to reorder the frequencies 
of performance of existent behavior back on-the=job>. and (3) “this 
derived behavioral pattern helped to modify perceptions of the 
organizational climate for interpersonal and inter-group rela- 
tions as well as the norms supporting the existing climate. 


5) 


In a follow up study of their earlier were: with the same 
subjects 18 months after the program, Hand and Slocum (1972) 
compared the subjects with a control group in terms of: 
sensitivity to self and to others; leadership behavior; and work 
group performance. Managers participating in the training were 
found to be more aware of themselves and of others,and were more 
orientated toward the development of mutual trust in their work 
groups. Subordinates of the participating managers reported an 
improvement in the rapport they felt they had with the managers 
and in their two-way communications with them. A significant 
correlation was found between these changes and ratings of 
organizational performance. 

An examination of the impact of training and motivation on 
the performance of brain-storming groups was conducted by 
Bouchard (1972). He found that either training or motivation 
promoted highly-effective groups, but groups with low inter- 


personal effectiveness resisted both manipulations. 
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Kernan (1964), however, found no significant change as a 
result of T-Group training in one group of engineering super- 
Visors he studied, along the "Consideration" or "Initiating 
Structure" dimensions. | 

The durability of change in these characteristics (where 
it appears) has already been mentioned in a number of studies. 
Research by Lohman, Zenger and Weschler (1959), Burke and 
Bennis (1962), Bass (1962), Gassner, Gold and Snadowsky (1964), 
Miles (1965), Kassarjian (1965), Oshry and Harrison (1966), 
Dunnette (1969), Hand and Slocum (1970), Huebner (1971) and 
Ford (1971) all used pre- and post-testing. Their results 
indicate that although there may be some change in personal 
characteristics as a result of Human Relations training, the 
immediate effects cannot be predicted with any degree of accuracy. 

Harrison (1966), Carrigan and Golénbiewski (1970), and Hand 
and Slocum (1972) report changes enduring for three and eighteen 
Months respectively; although Cabianca's (19630) study Gndicates 
mo Net change after 6-18 weeks. Harris and Fle1shman. (1955) 
continued an earlier study by Fleishman (1953a) and concluded 
that human relations training made the participants leadership 
behavior Less stable. 

This, studies on the durability of changes resulting, from 
human relations training have met with maxed results. »- More 
studies report attitudinal changes immediately following a 
training program than can testify to the endurance of such 
cNanges over time. Any analysis of the effects of management 


Human Relations training on managerial success must, therefore, 
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take into account the interval between the training and the 


identification of managerial success. 
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Summary 

A number of variables have been identified which may be 
considered to influence a manager's success. Characteristics 
which may determine success but which the manager can only 
recognize and not change include: sex, age, intellegence, 
physical “characteristics and work history. 

Cognitive style, passivity, and creativeness represent 
traits which may be changed, although research is limited and 
prospects dim. 

A manager's performance will also be determined by a 
number of personal characteristics which are subject to change, 
namely need SANTA Oh wPOLe perception and the perceived 
instrumentality of performance to salient outcomes. 

A number of studies have investigated the pre-training 
conditions within the individual and in the organization which 
maximize the result of training. 

A number of results of human relations training programs, 
in terms of the perceptions and interpersonal attitudes of 
participants have been identified, although the nature and 


durabalety of those Changes’ is open to further nesearch. 
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CHAPTER IV 


SUCCESSFUL LEADERSHIP BEHAVIOUR 


tts detini tion 
: 16 
The post-war Group Dynamics movement swung the attention 
of leadership theorists away from the perception of leadership 
as a set of personal characteristics or traits to the belief 
that leadership comprised a set of behaviours within a group 
setting. 

Stegall (1940) >) for example, concluded a survey of the 

literature on leadership traits by saying: 

"Leadership is not a matter of passive status, or the 
mere possession of some combination of traits. It 
appears rather, to be a working relationship between 
members of a group, which the leader acquires 
through active participation and the demonstration 
of his capacity for carrying out cooperative tasks 
through to completion." 

Dbikewirse, Bowers and Seashore (1966) ‘state: 

"First, the concept of leadership is meaningful only 
in the context of two or more people. Second, 
leadership consists of behaviour; more specifically, 
it is behaviour by one member of a group toward another 
member or members of the group, which advances some 
Joint aim £7 

The identification of leadership behaviour 

Just as the trait theorists sought to identify personality 
characteristics which differentiated leaders from non-leaders, 
certain researchers have attempted to identify the differences 
between the behaviour of leaders and the behaviour of non- 


leaders. 


Research by Carter, Haythorne, Shriver, and Lanzetta (1950), 
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Gomrey; High and Wilson (1955), Bailey (1956). Kahn (1956); 
Katz and Kahn (1960), Katz (1964), Smith and Siegal (1967), 
Zdep (1969), Morris ana tnaewnare (1960) « WoreEona (1970) "Lem, 
Slavinski, and Grant (1972), Uyterhoeven (1972), and McCormick, 
Jeanneret and Mechan (1972) follows this line. In general, 
these authors found that (depending on the nature of “the vas), 
and the composition of the work group) successful leaders 
tended to be involved in: the diagnosis of problems; initiating 
action and giving out information related to carrying out that 
action; keeping workers informed; helping subordinates with 

job problems; allowing subordinates a high degree of freedom 
to act; playing a role which differentiated them from their 
subordinates; and facilitating employee participation in 
decision-making. 

Changes in these behaviours due to the manipulation of 
certain organizational variables have been reported by a number 
of authors. Hemphill (1959) , Sherriff (1969), and Butterfield 
(1972) 18, for example, explored the hierarchial level dimension, 
while Tuckman (1965) and Bons, Bass, and Komorita (1970) 
investigated variations in leadership behaviour as the organi- 
zation developed, and over time, respectively. 

The more sucessful executives appeared, from the above 
studies, to spend more time on internal business control, 
community and social affairs, long-range planning, and the 
preservation of corporate assets than did their less successful 
colleagues. The distribution of the executives time on various 


activities, however, was found to be a function of the stage of 
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growth of the organization and the executive's own experience. 
In short, it would appear that research into behavioural 
characteristics of leaders as aoarsaneel to non-leaders has met 
with limited success. Factors relating both to the situation 
and the process, or style, of leadership action would appear 
to seriously impair the prediction of leadership success on 


the basis of particular leadership behaviours. 


The effects of particular leadership behaviours 

The focus on patterns of leadership behaviour has led to 
the development of a number of dimensions of leadership 
behaviour, commonly referred to as "leadership styles". 

a) AuLocravic —) Vemocratic 

One of the earliest investigations into the effects of 
certain types of leadership behaviour was conducted by Lewin, 
Lippitt and White’ (1939). Their classic study explored the 
effects of fee eer ere icmoceacicy aurora unc styles of 
leadership on the behaviour of boys organized into groups for 
the purpose of making masks. Group leaders (adults) collabor- 
ated with the experimenters by displaying a particular style 
of leadership, and the children were then observed. 

Typical of the observed differences between the groups 
was a greater amount of aggressiveness in the autocratic groups, 
both in reacting to the leader and in interacting with the 
other members. In the laissez-faire and democratic groups 
there was greater attention to "group-minded" suggestions and 


"work-minded!! conversations, although the level of psychological 


By A 


involvement in the laissez-faire group was appreciably lower 

than that in the democratic group. Over all, the democratically- 
led groups were found to show more group commitment and unity, 
and less aggression and apathy, than the other groups. A 

notable exception to the general preference for the democratic 
group was’ one’ boy, the son of an Army officer, who found the 
denocratic Situation as: frustrating as other children had 

found the authoritarian situation. 

This dimension of leadership behaviour, later identified 
by Tannenbaum and Massarik (1950) as "participatory" versus 
"authoritarian" leadership has been explored by a number of 
researchers. 

Anderson and Brewer (1945) found, in a classroom situation, ° 
that participatory leadership led to both productive and 
integrative behaviour on the part of followers. 

McCurdy and Eber (1953) investigated the effects of 
democratic leadership on quality of work in a laboratory task, 
using the California F-scale as a predictor of authoritarianism. 
Errors per unit-of-work, and errors per unit-of-time were both 
minimized in the democratice leadership pattern. 

A study by Maier (1953) transferred the participation 
dimension to a multiple role-playing situation in which a method 
study problem was to be solved. Not only was acceptance of a 
previously approved method higher under democratic leadership, 
but there was a greater tendency to accept compromise solutions 
to the problem, and a significantly lower perception of uncoop- 


erativeness among group members under democratic leadership. 
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Preston and Heintz (1953) confirmed this effect of greater 
cooperation among group members under democratic leadership 
conditions in discussion groups. They found members of 
participatory discussion groups more ready to change earlier 
opinions and to feel satisfied with their opinion change than 
members of "supervisory" groups. 

Baugartel (1957) discovered that participatory leadership 
Unval research laboravory led to high levels of staff motivation, 
a greater sense of progress toward research goals, and more 
favourable attitudes toward the job. 

Argyle, Gardner and Cioffi (1957) found democratic leader- 
ship to be related to employees! perceptions of supervisors as 
being eA leyees centred and non-punitive in disciplinary matters, 
as supervising in a "general" rather than "close" manner and 
as not using inordinate pressure on their staff to get work 
done. 

In a later study, the same authors (Argyle, Gardner and 
Cioffi, 1958) found democratic leadership to relate to a small 
but significant fraction of productivity variance, and to be 
negatively associated with absenteeism. 

A number of other authors, including Zeleny (1939), Bass 
CIG4O ) SP horgov va ~01954) vand Riese, Lodahl and Haire (1959) 
found active participation in group decision-making to be 
positively related to the leadership ratings of individuals in 
groups. 

Anderson and Fiedler (1964) related participation to 


performance on a series of tasks demanding creativity. They 
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found that participatory leadership led to a greater quantitative, 
but lower qualitative, output by the work nots than did "super- 
visory" leadership. 

A study by Wager (1965) examined the perceived fulfillment 
of supervisory role obligations among workers whose ater ore 
operated with different styles. The supportive, or democratic, 
leadership style was found to be a powerful moderating variable 
on the relationship between employees' perceptions of the degree 
to which a supervisor fulfilled his role obligations and actual 
supervisory action. 

Ritchie and Miles (1970) used an instrument by Blankenship 
and Miles (1968) to detect the degree that employees perceived 
that they participated in decision-making. They found that the 
degree of perceived participation in decision-making by sub- 
ordinates was positively and significantly related to the 
satisfaction managers had with their superiors. 

A study by Latona (1972) also investigated the relationship 
between democratic leadership and productivity, only within a 
State Government agency. Again a significant positive relation- 
ship was found. 

Bragg and Andrews (1973), reporting on the introduction of 
participative management in a North Vancouver hospital, found 
that employee suggestions and productivity increased signifi- 
cantly, while absenteeism decreased. 

Perhaps the conclusion reached by Anderson (1963) with 
respect to nie relative effectiveness of authoritarian versus 


democratic leadership may be reiterated: 
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"The evidence available fails to demonstrate either 
authoritarian or democratic leadership is consistently 
associated with higher productivity. In most situa- 
tions, however, democratic leadership is associated 
with higher morale."20 

The effects so far reported would suggest that partici- 
patory leadership may be associated with higher productivity, 
better quality of work, more cooperation among workers, less 
absenteeism, (quantitatively) more creativity, a greater 
perceived fulfillment of supervisory role expectations and 
more satisfaction with superiors. All these elements may be 
associated with the characteristics of a successful leader. 

It must be noted, however, that relationships between 
democratic leadership styles and these organizational indicators 
of performance can be modified by a number of variables. 

An investigation by Pelz (1951), for example, showed 
employee satisfaction with democratic leadership to be dependent 
on the size of the group involved. Groups with more than ten 
members showed a distinct preference for a less democratic 
leader than did groups with less than that constituency. 

Likewise, the research of Page and McGinnies (1959) on 
adult discussion groups revealed that group members who parti- 
cipated very little in the discussions showed preferences for 
directive leadership. . High participators did not display the 
same preferences. 

The schedule of punitive behaviour by supervisors was 
found to moderate the effects of penalty magnitude on perfor- 
mance by Schmidt (1969). 


Rosenbaum and Rosenbaum (1971) also found the degree of 


\ ® WIR S at ie 
<-T)°Yon) ia 
hol 5: andar 
U 4 
i) hoy AD an 
ie | 
‘ ary 
¢ 
ai Cae 
i 4 = ¢ 
j LT i, 


situational stress to be a significant moderator on the relat- 
ionship between authoritarian leadership and both productivity 
and employee satisfaction. 
bb) DThesOhtocState “Studies 

Further definition of leadership behaviour appeared to be 
required, according to a number of researchers working out of 
the Ohio State University Bureau of Business Research. A panel 
of nine faculty members constructed a questionnaire on leader- 
ship behaviour along nine dimensions,and administered the 
instrument to a number of educational groups. Factor analysis 
of the results, by Hemphill and Coons (1957), revealed three 
orthogonal factors, which they labelled as: "maintenance of 
membership character"; "objective attainment behaviour" and 
"group interaction facilitation behaviour". 

A field study of the Hemphill and Coons (1957) instrument 
was conducted by Halpin and Winer (1957). Air crews of 52 B-—50 
bombers completed the instrument, and the results were again 
factor analyzed. Four orthogonal factors were identified this 
time, and they were labelled leone tdera td oni! ae WW GLSMal wal eye aliAye 

29 

structure" ~, "production emphasis" and "social awareness". 
Since the first two factors account for 49.6% and 33.6% of the 
total variance respectively, the last two factors were eliminated 
from further analysis, and the instrument was modified to become 
the Leader Behaviour Description Questionnaire. 

A self-reporting version of the Leader Behaviour Description 
Questionnaire was later introduced by Fleishman (1953b), and 


became known as the Leadership Opinion Questionnaire. This 
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instrument contained scales on self-reported "Consideration" 
and tingitating Structure'!. 

The "Consideration" dimension of leadership behaviour has 
been explored by a number of researchers, including Halpin 
(19575 Hemphili (1957) Hilts (1963), Stroud (1959), Besco 
and Lawsche (1959), Nealey and Blood (1968), Kavanagh (1972) 
and Evans (1973). 

Another study by Halpin (1957) concerned the differing 
perceptions of leadership effectiveness among aircraft commanders. 
Eighty-nine commanders of B-29 aircraft and 662 crew-members 
were involved in this study. It was found that supervisors 
of these aircraft commanders tended to rate favourably the 
performance of aircraft commanders who scored highly on the 
"Consideration" scale. 

Hemphall (1957) related "Consideration to the administra— 
tive reputations of College Department Heads. A positive 
relationship was found between the two variables. A similar 
relationship was found by Hills (1963), who worked in terms 
of "the representative functions of leadership" and found 
behaviour in that category to be associated with high admini- 
strative reputations. 

Stroud (1959) attempted an evaluation of a supervisory 
training designed to enable supervisors to handle the human 
relations aspect of their job more effectively. = ihe first 
part of her questionnaire consisting of a supervisory orien- 
tation instrument based on the leadership Opinion Questionnaire. 


A second section asked subjects to identify four "Critical 
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Incidents" and to describe why their treatments of the incidents 
had been successful. The questionnaire was administered to a 
trained group and a control group of supervisors before and 
after training. 

Stroud found that supervisors who claimed the greatest 
improvements as a result of the training program showed the 
greatest Changes in’ their "Consideration" scores.) However, ‘on 
following up these critical incidents, she found some discre- 
pency between the amount others perceived them to have made. 

She concluded that the self-reports of participants were 
generally invalid indicators of behavioural change due to 
training. 

An empirical study by Besco and Lawsche (1959) investigated 
the relationships between supervisor and subordinate ratings of 
a supervisor and the performance of their departments. Subjects 
in the study were foremen in 29 production departments of a 
cereal processing plant. They used Rambo's (1958) version of 
"Consideration" and "Initiating Structure!" scales as their 
independent variables, and managerial ratings of departmental 
effectiveness as the dependent variable. Results indicated 
that "Consideration!" was perceived by both the supervisor and 
the subordinates of the foremen and as being positively related 
to department effectiveness. 

The relationship between "Consideration" and work group 
performance in a hospital situation was studied by Nealey and 
Blood (1968). Again "Consideration" was found to relate 


positively to subordinate satisfaction. 
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Kavanagh (1972) explored the "Consideration" dimension in 
the dyadic relationship. Undergraduate students of business 
watched four videotaped role-plays which showed a supervisor 
giving task instructions to a subordinate. Before watching 
the ae the students were advised that the task was simple/ 
complex and the subordinate was high/low competence. After 
seeing the tape, une students were asked to rate the super- 
visor's leadership behaviour along "'Consideration" and 
"Tnitiating structure' dimensions. 

Kavanagh found that the manipulation of the subordinate's 
competence (i.e. by giving a highly competent subordinate a 
simple task) had a strong negative effect on the degree of 
"Consideration" attributed to the supervisor. He suggested 
that further research was required on the supervisory role and 
the independence of the two leadership dimensions in the dyadic 
relationship. 

In a study of the sales performance of life-insurance 
company branch offices, Graham (1973) found "Consideration!" to 
be negatively related to group sales performance. The relation- 
ship appeared to be modified by the supervisor's score on 
Fiedler's (1958) Least Preferred Co-worker scale, in that 
moderate- and high-LPC scorers did have improved performance 
when their "Consideration" scores were high, but low - LPC 
scorers did not produce the same improvement. 

On the basis of the above studies, we might expect high 


scores on the "Consideration" dimension to be positively 


associated with: satisfactory supervisory ratings; administrative 
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reputations; organizational effectiveness; and subordinate 
Sata staccion. 

A negative relationship between "Consideration!!! and sales 
performance reported by Graham (1973) does throw some doubt, 
however, on the general eee relationship to organizational 
effectiveness. Insofar as managerial success is dependent on 
the above affects of "Consideration" we might expect to find 
that successful managers score higher-than-the-mean on this 
dimension. 

The "Initiating Structure" dimension of leadership behaviour 
was considered in the studies by Halpin (1957), Hemphill (1957), 
Smith and Honour (1969) and Besco and Lawsche (1959) reported 
above. It was also the topic of studies by Maier and Maier 
(1657) “and Hunt “and Lichtman (1969). 

Halpin (1957) in his study of aircraft commanders found 
that combat effectiveness was associated with greater-than-the- 
mean scores on both "Consideration" and "Initiating Structure" 
dimensions. Both scales were required for prediction of overall 
combat effectiveness. 

The necessity of both scales for prediction was reinforced 
by Hemphill (1957) in his study of the administrative reputations 
of College Department Heads, and by Smith and Honour (1969) in 
their evaluation of Managerial Grid training. 

Likewise, Cummins (1971) found that the rated "Initiation 
of Structure" dimension was more closely related to quality of 
performance for'high- Consideration" foremen than for" low- 


Consideration" foremen. 
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In Besco and Lawsche's (1959) study of the relationship 
between leadership behaviour and performance in a cereal- 
processing plant, they discovered a difference in supervisor 
and subordinate perceptions of that relationship. Supervisors 


felt that there was a high positive relationship between their 


inclination to initiate structure and organization effectiveness, 


but subordinates did not share this view. 

The authors concluded that, in this case, a highly 
structured organizational climate and production technology may 
have restricted the style of the supervisor along the "Initiat- 
ing Structure" dimension. They suggested that when highly- 
structured operations beyond the foreman's control are present, 
variations in organizational effectiveness could be attributed 
to differences in the "Consideration" dimension of leadership 
alone. 

The effects of structure in group discussions on the 
quality of group decision-making was the subject of an experi- 
ment by Maier and Maier (1957) A case study was presented to 
£5 groups of 4-5 members, plus a leader,in an undergraduate 
psychology course. Leaders were briefed to be either "develop- 
mental" (ice. high in structure) or "free! in their discussion 
leading. On the basis of the experimental results, the authors 
concluded that "developmental"-type discussions should upgrade 
the quality of decisions because such discussions sychronize 
the groups thinking by a systematic coverage of the problem 
under consideration. 


Negative effects of a structural leadership perspective 
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were also discovered by Hunt and Lichtman (1969) in their study 
of counselling activities in a large corporation. These authors 
found that the degree of structure in perceptions of the 
counselling function was negatively related to: worker job 
satisfaction; clarity of the workers understanding of what was 
expected of him; and the confidence the worker had that his 
supervisor really understood the workers job. 

Interaction between the two variables was also discovered 
by Dawson, Messe and Phillips (1972) in an academic setting. 

On the basis of the above studies on "initiating structure", 
we might expect this dimension also to be related to managerial 
success. The relationship would appear to be modified by the 
"Consideration" dimension and the degree of structure perceived 
within the organizational environment. 

Beer (1966), however, reinstituted the four factors 
arising in the original Ohio State Studies by including the 
“pnroduction emphasis" and "'freedom of action" components. His 
dependent variables were: motivation; perceived opportunity for 
the satisfaction of the individuals needs; and perceived 
satisfaction of these needs. 

Beer concluded that the problem of supervision and worker 
motivation was too complex to be explained by a simple two- 
dimensional leadership behaviour model. He urged a greater 
respect for the complicated interaction of the many individual 
and environmental factors in the work situation. 

(c) Least Preferred Co-worker score 


Beer's concern with the environmental influences on leader- 
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ship behaviour was not new. The researcher most commonly 
associated with the approach to leadership which stressed 
situational variables is probably Fiedler (1958). By way of 
introduction to Fiedler's contingency theory of leadership, 
however, it may be appropriate to examine his work on the 
unidimensional scale he called the "Least Preferred Coworker" 
scale. 

Fiedler (1954) developed a series of interpersonal 
perception scales in the form later classified by Osgood, Suci 
and Tannenbaum (1957) as "Semantic Differential" scales. 
Subjects were asked to identify, and to describe on the scales, 
the individual whom they considered to be their most-preferred 
co-worker (MPC Score) and their least-preferred co-worker (LPC 
Score). The profile of similarities between these two scores 
reveals the "Assumed Similarity between Opposites" (ASO Score). 
LPC and ASO scores have yielded split-half internal consistency 
coefficients and inter-scale correlations of over .90 and are 
therefore used interchangeably. 

The LPC score, according to: Fiedler (1971), must be 
interpreted as a measure which at least in part reflects the 
cognitive complexity of the individual and which in part 
reflects the motivational system that evokes relationship- 
oriented and task-oriented behaviours from high versus low LPC 
persons in situations which are unfavourable for them as 
leaders. 

In terms of leadership style, a favourable description of 


the least preferred co-worker (high LPC score) indicates a 
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relationship-orientated style, and corresponds in some degree 

to a high "Consideration" “score. An unfavourable description of 
the least preferred co-worker (low LPC score) indicates a task- 
orientated leadership style, and may be compared to a high 
WiInitiating structure!' leadership style. 

ASO score may be considered a measure of the cognitive 
complexity and social distance of the leader. 

Another series of studies by Fiedler (1955) with-bomber- 
and tank-crews introduced the sociometric preference of the 
work-group as a moderator variable on the relationship between 
ASO score and group effectiveness. Low ASO-scoring leaders 
had the most effective crews when they accepted and endorsed 
their sociometric keymen. High ASO-scoring leaders were more 
effective when they did not endorse their keymen. Further 
experiments by Cleven and Fiedler (1956) and Julian, Bishop and 
Fiedler eee replicaved) these results. 

A study by Godfrey, Fiedler and Hall (1959) with consumer 
co-operative organizations, revealed a curvilinear relationship 
between LPC scores and corporate net income. Low LPC managers 
performed best in organizations in which their relations with 
other key members were either very good or very poor. High 
LPC managers performed best in the intermediate range of group 
relationships. 

In their study cited earlier, Nealey and Blood (1968) also 
found a positive relationship between the LPC score of second- 
level supervisors and the performance ratings of first-level 


supervisors in a hospital situation. First-level supervisors 
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with high LPC scores and high esteem for subordinates were al-so 
found to be associated with low-morale groups. 

the eitectis of LPG scores on group creativity were explored 
by Fiedler, Meuwese and Oonk (1961) in a Dutch study. The 
correlation between leader LPC score and group performance on 
creative tasks was high and positive in homogeneous formal 
groups, and high and negative in groups that were either hetero- 
geneous or had informal leadership. The authors Ati puced the 
results to the degree of stress and tension within the group, 
and its match with the leaders preferred operating style. 
Similar conc]usions were drawn from a later study by Fiedler 
(1962). 

Muller (1970) approached the problem of the environmental/ 
personality determination of leadership style by varying the 
time span of discretion in decision-making his subjects had in 
a classroom task. He found that supervisors with a short time 
span of discretion in decision-making had better subordinate 
ratings of "group atmosphere" and "consideration" in contrast 
to supervisors with a long time frame of discretion, who scored 
lower on Fiedler's LPC scle, had a more structured group 
environment, and were more critical in their self-evaluations. 

Graen, Orris and Alvares (1971) introduced some methodo- 
logical eonsiderations associated with Fiedler"s Contingency 
Theory. They suggested that the theory must take into account 
differences in the leader's perception of his position power, 

a better taxonomy of tasks, leadership style and group atmos- 
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A study by Evans’ (1973) focused on the effects of leader- 
ship styles on the differential treatment of employees. Working 
inea publre utilivy company, Evans found that hagh-LPC super 
visors were highly discriminatory between subordinates in their 
judgements of their subordinates’ work. This differentiation 
appeared to modify the relationship between the subordinates! 
perception of supervisory behaviour and his performance. 

In summary, LPC score would seem to be positively related 
with team effectiveness, morale, and creativity, but the 
relationship may be modified by the degree of stress in the 
group and the sociometric relationship between the leader and 
keymen. Differential treatment of employees would also be 
expected from high LPC managers. 

If the LPC score were used as a predictor of managerial 
success, it would be predicted that a positive relationship 
between the two variables for situations intermediate in stress 


and sociometric leadership choices. 
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Summary 

Researchers have identified a set of behaviours which 
differentiate managers at various levels from non-managers. 

Democratic leadership behaviour, in contrast to authori- 
tarian behaviour, tends to lead to greater productivity and 
employee satisfaction, which in turn may lead to managerial 
success. 

The Ohio State studies suggest that a combination of 
"GonisaGdenavion lv ande initia wngeournuctuine! Sead tol scat sialic ois 
performance rating, greater organizational effectiveness and 
subordinate satisfaction. 

Fiedler's work on the Least Preferred Co-worker scale 
suggests that dimension to be related to managerial success in 
a ae eee manner, being dependent upon the degree of stress 
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CHAPTER V 


SITUATIONAL DETERMINENTS OF LEADERSHIP SUCCESS 


Leadership has been considered from the perspectives of 
the characteristics of the individual leader and the elements 
of his or her behaviour. Leadership has also been defined as 
a process of interpersonal influence. 

Stoydmill (1950)", fon example, defines’ leadership ac: 

"The process of influencing the activities of an 

organized group in its efforts toward goal-setting 
and goal-achieving."24 


Likewise, Bennis (1960) calls it: 


"The process by which an agent induces a subordinate 
to behave in a desired manner."7? 


Defined in this way, we might expect leadership to be 
dependent upon the siiuation in which the leader operates.. This 
point has been emphasised by Fiedler (1958) and reiterated by 
a number of authors including Jenkins (1947), Hemphill (1949) 
Gibb (1954), McGregor (1967), Mockler (1971) and Hersey and 
Blanchard (1974). 

Jenkins (1947) for example, concluded a review of the 
literature dealing with the problem of leadership selection by 
saying: 

"Leadership is specific to the particular situation 

under investigation. Who becomes the leader of a given 
group éngaging in a particular activity and what 
feaderschnpecharacterictice are, 1h a Given case arera 
function on. the jspecitic Situation including’ the 
measuring instruments employed. Related to this 
conclusion ws the general finding of wide variations 

im the characteristics of individuals who become 


feaders in’ Similar Situations, and even greater dig 
vergence in leadership behaviour in different situations." 
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Likewise, Hemphill (1949) concluded from his extensive 
studies of leadership behaviour: 
"There are no absolute leaders, since successful 
leadership must always take into account the 
specific requirements imposed by the nature of 
the group which as tobe led."20 
Gibb (1954) identified the variables in the determination 
of leadership behaviour as: the nature of the organization; 
the attitudes, needs and goals of the group: the process of 
social anteraciion; and the congruency of individual and group 
goals. 
McGregor (1967) also suggested: 
"The performance of an individual at work in an industrial 
Cer CGAMLZAclOm 1S a LUMO M OQ COPrLanm Caarac»reriSsreles Ou 
the individual, including his knowledge, skills, motiva- 
tion and attitudes, and certain aspects of the environ- 
menval situation. aneludang the Nature ef his gob, the 
rewards associated with his performance and the leader- 
ship provided him."28 
Mockler (1971) weed the phrase “situational theory tof 
management! to suggest that managerial decisions and activities 
in leadership, staffing,°perations research and Systems design, 
control and planning must be situationally dependent. 
Building on the Ohio State leadership studies, Hersey and 


2 


=) 
Blanchard(1974) attempted to add an "effectiveness" “ dimension 
to mies cons1ceratvion andi Yinitiatang Struccurel!  scalecw eihey 
suggested that: 

"The difference between the effective and the ineffective 
styles as often not the actual behaviour of the leader, 
but the appropriateness of this behaviour to the 
situation in which it is used."30 


From the foregoing theoretical perspectives, we might 


expect that the nature of the organization and its goals, 
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the attitudes, needs and goals of the workgroup, and the process 
of social interaction in the organization influence the meaning 
of leadership within the organization. Managerial success 


might therefore be expected to depend on these elements. 


The nature of the organization and its goals 

A number of factors relating to the organization, or the 
suborganization in which the manager works, have been investi- 
gated by research workers. The goals of the organization, 
its size and stage of development, and a number of factors 
that relate to the individual's job have all been considered 
as determinents of appropriate managerial behaviour. 

Lawler, Porter and Tannenbaum (1966) explored the differ— 
ences in the interaction patterns between manufacturing and 
social service managers. They found that social service 
managers tended to spend more time interacting at a distance 
ends movers wine telephone) and with people other than their 
peers than did manufacturing managers. 

Likewise, Evans (1969) studied the relationship between 
the degree to which employees perceived they achieved their 
work goals and their satisfaction with pay, supervision, fellow- 
workers, and the work itself for a group of utility workers and 
nurses. The relationship between goal achievement and satis- 
LAC LoOMawac soln vedi ly esUrOongeret om NULsCes Vian 1Ot UW iiltity 
workers, hence, Evans concluded that work technology had effects 
on job satisfaction. 


The relationship between job characteristics and employee 
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reactions was explored by Hackman and Lawler (1971). Employees 
of a telephone company were the subjects for the study. Their 
jobs were analysed along four core task dimensions (variety, 
autonomy, task identity and feedback) and two interpersonal 
dimensions (dealing with others and opportunities for friendship). 
A measure of strength of desire for the satisfaction of “higher 
order" needs (e.g. obtaining feelings of accomplishment and 
personal growth) was also used as an independent variable. 

It was predicted and found that for jobs high in the core 
dimensions, employees who were desirous of higher order need 
satisfaction tended to have high motivation, high job satis- 
faction, be absent from work infrequently, aM be rated by 
supervisors as doing high quality work. 

Of methodological significance is the finding of Dillon, 
Graham, and Aidells (1972), that the relevancy of the problem 
to the individual's situation influenced the performance of 
brainstorming groups in a laboratory. This suggests that 
results of laboratory studies must be viewed with some 
suspicion if inferences are made about the transfer of findings 
to the "back-home" situation. 

We might therefore expect to discover that organizations 
with different technologies or goals have different expectations 
for the performance of their management employees and might 
encourage and reward different managerial traits or behaviours. 
Managerial success would therefore appear to be dependent on 
the nature of the organizational task. 


The differential requirements for managerial ability as 
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an organization develops have been studied by Hemphill (1950), 
Bouchard and Hare (1970), Tuckman (1965), Bennis and Shepard 
(GLOG5)i. end. Sanders (1968). 

A classic study by Hemphill (1950) was concerned (among 
other things) with the effects of group size on leadership 
behaviour. Questionnaires were distributed to 500 college 
students and adults, requesting data on the size and group 
leadership behaviour of voluntary organizations, clubs and 
scoieties of which the subjects were members. Groups whose 
leaders were rated "good" or "excellent!'! were then differen- 
tiated with respect to size. Forty-seven significant differences 
were found between reported good leadership behaviours in groups 
of under thirty members and those of over that membership 
number. 

For leaders of large groups, it was discovered that there 
was a greater membership demand for strength, stability, 
sine DAs and predictability. Less consideration for 
individuals was indicated, along with the subordination of 
membership to the leadership and a greater tolerance of leader- 
centred direction, 

Bouchard and Hare (1970) used group size as a moderator 
variable on the number of ideas generated during a brainstorming 
sessions.) Dhey found that larger groups produced more ideas 
especially when they existed as "nominal" groups rather than 
a) sexe elieto bore 

These findings suggest that behaviour which is conducive to 


Managerial success in a small organization may not be so conducive 
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in a larger one. 

An integration of the models of group development advanced 
by Bales and Strodtbeck (1951), Theodorson (1953), Modlein and 
Faris (1956), Schutz (1958) and Schroder and Harvey (1963) was 
attempted by Tuckman (1965). He concluded that different 
leadership behaviours were required by the different issues 
facing the group at its various stages of development. Bennis 
and Shepard (1965) came to similar conclusions. 

Sanders (1968) was concerned with changes in managerial 
functions during organization evolution, and the properties of 
organizational membership which effected performance during 
that process. He administered Ghiselli's Supervisory Description 
Index which measures managerial abilities, initiative, 
intelligence, perceived occupational level, decision-making 
approach, and maturity, and an instrument by Gough, which 
measured achievement, domination and agression needs, to 50 
three-man teams engaged in a laboratory simulation. 

As the organization developed, the number of changes in 
organizational functions decreased and fewer new managerial 
abilities were manifest. High performance levels during 
evolution was found to be dependent on there being one person 
in the triad with high decision-making abilities. 

The inference of this study for managerial success is the 
same as for Hemphill's (1950) study. What is classified by 
the organization as successful management depends on the stage 
of growth the organization has achieved. Different managerial 


behaviours will be perceived as worthy of reward or recognition 


according to the stage of growth the organization has reached. 

Other elements of the organizational environment which 
have been related to requirements for specific managerial 
behaviour ine lide: the deqree "of “specificity of organizational 
goals; the structuring of the task; the favourableness of 
leader-member relations; the leader's position power; the 
leader's time-span of discretion; and the degree of control, 
challenge and ianfluence in the job. 

Bryan and Locke (1967), for example, researched the effects 
of specific goals on worker attitudes. They gave a group of 
twenty undergraduates a series of simple addition tests and 
measured their attitudes (scales on boredom, the degree and 
intensity of Concentration, and effort) between trials. One 
Group was given specific goals to attain on each trial, while 
the control group was admonished to "do their best". The 
experimental results indicated that specific performance goals 
could be used to raise the motivational level of those subjects 
Wiese) [HirOuelage Thich Ik mMowsiVeentaoial ie wine eee: 


A study of the effects of environmental ambiquity and 


self-control on job satisfaction was conducted by Korman (1971p). 


He found that environmental ambiquity and.change were not 
necessarily dissatisfying. The important moderator variable 
Was) the andavrdual"“s belief thac such characteristics were 
consistent with the nature of the world as he knows it. 

In Fiedler's (1968) classic study of leadership effective-— 
ness, the "fit" of personality and situational variables was 
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leadership favourableness in terms of leader-member relations, 
task structure and leader position one ee as shown in Figure 
ut 

The leader's LPC score was correlated with various group 
performance indicators for some 59 studies. Median correlation 
results suggest that the person-orientated leader (with high 
LPC score) proves nemion in situations in which: (1) leader— 
member relations are good, the task is unstructured and there 
ie little power associated with his position; or (3) leader. 
member relations are moderately poor, the task is structured 
and the leader's position power is strong. The task-orientated 
(low LPC) leader proves superior when: (1) leader-member 
relations are poor, the task is structured and his position 
power is high (2) leader-member relations are good, and the task 
is Structured; (3) leader-member relations are good, the task 
is unstructured and the leader's position power is high; or 
(4) leader=member relations are moderately poor, the task is 
unstructured and the leader's position power is low. No 
conclusive results were available for situations in which the 
leader-member relations were poor and either the task was 
structured and the leader's position was weak, or the task was 
unstructured and the leader's position power was strong. 

Naylor and Dickinson (1969) examined the relationship 
between task structure, work organization, communications 
structure and team performance. Both task structure and 
communications organization significantly influenced team 


achievement and quality. Task structure also affected consis- 
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Figure 1. 
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Correlations-Leader IPC/ASo and Group Performance 


Ldr.Memb. 
Relations 


Task 
pbc buime 


Leader 
Position 
Power 


ti 


Correlations between leadership, LPC scales, and group 
effectiveness plotted for each cel] or octant of the 
Situational favorableness dimension for studies of 
interacting groups Conducted prior to 1963. 
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tency of operations. Work organization failed to show any 
effect upon performance except in terms of the degree to which 
team responses could be predicted from individual member 
responses. 

ihe effects of tne nature of ithe group task on leadership 
behaviour was explored by Richards and Cuffe (1972). Students 
were: divided anio Qneups ol4four and given a, laboratory task 
which was designed so that the groups were either ee ee 
or Le ee Bales (1950) Interaction Peo eeaep Anema 
was used to classify behaviour patterns. 

Leaders in interacting groups gave more suggestions, more 
orientation, asked for more suggestions, and in general emitted 
more behaviours than counteracting group leaders. 

In the interacting groups, the behaviours of leaders that 
correlated with their effectiveness were: ''shows solidarity", 
"gives suggestion", "gives opinion", "shows tension", and overall 
behaviour. For counteracting group leaders, those who gave 
more suggestions and showed less antagonism were rated as being 
more effective. 

O'Brien and Owens (1969) studied another aspect of the 
effect of organizational structure on productivity. They varied 
the degree to which the task required members to collaborate/ 
coordinate their efforts. When the group task required co- 
ordination of efforts, group productivity was significantly 
affected by both the average ability of the group and the ability 


of the dullest member. When the task required collaboration, the 


above relationships were not evident. 
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Differences in rated leadership effectiveness between a 
number of interacting groups (in an electronics firm) and 
Caneuengr: groups (in a hospital) were explored by Hill (1969). 
His findings generally supported Fiedler's (1964) theory but 
didsnot teachwthe levelfjotgstatistical significance. 

In studying the effects of various job design characteri- 
Stics on job involvement, (job satisfaction and intrinsic 
nomVvation, lawler and iHall! (4970) weed 291 selentasts in 22 
Research and Development laboratories as their subjects. The 
particular job factors they measured were: (a) the degree of 
control the individual had over what he did; (b) the degree 
to which the job perceived to be a relevant test of the person's 
aAbllity, sand (ce), ithe "degree of influence the individual 
perceived that he had in his department. Factor analysis of 
responses to their instrument showed that the job design factors 
were significantly related more to job satisfaction, and the 
degree of involvement in the job than they were to the intrinsic 
motivation of the individual. 

We might conclude from the foregoing research literature 
thavs the spechiieuwty of work goals; the structure of the task; 
the favourableness of leader-member relations; the leader's 
position power; the time-span of discretion involved in decision- 
Making £elating to the task; and the degrees of convrol, 
chahlenge andindgiuence involved in the job, all relate tevthe 
leadership role in the organization. The above factors might 
be considered to moderate what is perceived as successful 


leadership behaviour in a given situation. 
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Perhaps the above variables might be included in a cosmic 
organizational parameter, which could be called "climate". The 
effects; of ornganizavional “climate on successful managerial 
behaviour have been researched by Fleishmann, Harris and Burtt 
(1955) and Engél (1970) among others. 

Fleishmann; Harris’and) Burtt (1955), in one of the empirical 
Ohio State studies, evaluated a foreman training program. They 
found) that as a result of the training’ program, participants 
increased their "consideration" scores. Reversion back to pre- 
training behaviour was evident after a few months, however, and 
the researchers concluded: 

"When what is taught in the school is at variance 

with what is practiced in the plant, the latter 
is generally the more powerful influence."36 

Engel (1970) related the perceived autonomy of physicians 
with the degree of bureaucracy in their organizations and found 
a curvilinear relationship. She concluded that the organizational 
climate did significantly influence the autonomy professionals 
perceived themselves as having in pursuit of their occupations. 

We might conclude from the research reported in this section 
that the nature of successful management will be determined by 
a number of factors relating to the organization in which the 
manager works. 

Organizations which have different technologies or different 
task structures, or which have different sizes and have reached 
dittereny stages: of growth willl require ditieren® managerial 


behaviours, at different hierarchial levels and for different 


line/statf roles. 


a nga 


(ee) 


A review of the empirical studies in the field by Porter 
and Lawler (1965) concluded that seven organizational properties 


Di 


were Significantly related to job attitudes and Bone ours 
The organizational variables considered were: organizational 
levels; line and staff hierarchies, span of control, size of 
SuUbUNi ts, sslZerote totalvorganizaraon, =shape (tall’or flat) and 
shape (centralized or decentralized). 

The complexity of the topic of managerial success is 


therefore reinforced, and the difficulty of prediction of 


appropriate traits and behaviours is emphasised. 


The attitudes, needs and values of the work group 


A second set of organizational variables which help 
determine successful leadership relate to the work group(s) of 
which the manager is a part. The attitudes of other people at 
higher and lower hierarchial levels to the manager's behaviour, 
the degree to which individual needs are met, and the values 
of the work group are all involved in determining what behaviour 
will be identified as successful. As a corollary, the degree 
to which stress exists within the job situation will also effect 
the definition of successful behaviour. 

Fleishman (1953a) attempted to evaluate a human relations 
training program for foremen in a motor truck plant. His 
Leadership Opinion Questionnaire was completed pre- and post- 
training by 122 foremen while a further questionnaire on the 
desirable attributes of foremen was completed by 60 second-level 


supervisors and 394 workers. 
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A significant correlation was found between the "Consider- 
ation" and "Initiating Structure!" scores of foremen and those 
of their supervisors. It was also found that the higher up 
people were in the plant hierarchy, the less "consideration" 
they felt the workers should receive. No significant differ- 
ences between pre- and post-training scores was noticed. 

Fleishman concluded that the nature of the preferred 
leadership style was more dependent on the background character- 


istics of the particular situation in terms of the expectations 


of others than on the background characteristcs of the particular 


individual. 

Graen, Dansereau and Minami (1972) were also concerned 
with subordinates' reactions to supervisory leadership behaviour. 
in a large international company, ©60 supervisors at six 
different hierarchial levels were rated on: their leadership 
behaviour as perceived by their subordinates; their overall 
job satisfaction; their performance rating; measures of the 
members! perceptions of various organizational aspects and the 
influence structure of their units; and two measures of perform- 
ance expectations developed by the authors. 

The researchers found that although the overall job satis- 
faction was higher for the managers than it was for office staff, 
the managers attitude towards interpersonal relationships with 
their supervisors was more negative than the same attitude in 
their staff. The influence of the supervisor over the work unit 
was greater for office staff than it was for managers, who 


perceived a greater influence of subordinates over themselves 
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(the managers). "Consideration" scores on the Leader Behaviour 
Description Questionnaire were shown to be related reliably to 

performance. The authors conclude that the effects of leader- 

ship styles may be most identified in terms of the perceptions 

of theie subordinates. 

The attitudes held by significant others toward the manager's 
leadership style may therefore have an effect on what is 
acknowledged as appropriate leadership behaviour. 

Other group-based values which have been explored by 
researchers include the status the individual brings to the 
position, the personalities of the non-leaders in the group, 
and the group's performance history. 

Klubeck and Bass (1954) ,for example, wanted to determine 
the interaction of leadership training with status. Leadership 
status was operationally defined by the degree to which the 
individual's behaviour resulted in the movement of a discussion 
Group stoward common goals, as rated by observers. A series of 
discuss ton e@houpewin asginls! -club provided the setting) tor gthe 
study. After one discussion period the highest and lowest ranking 
girls in groups of seven were given leadership training. A 
second set of discussions was held after the training period, 
and the girls rated again. 

Girls receiving the leadership training increased theirs 
méan rating while the untrained girls actually decreased theirs. 
Thoseewithainitially high status ancreased their ratings while 
the low-status girls showed no significant increase. The authors 


conclude that only initially-high status girls could effectively 
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integrate and use the leadership training. 

Personality determinants of followership was the subject 
of a study ‘by Vroom (1959). In particular, his concern was with 
the relationship between personality traits of group members 
and 'thein parcuicipation in democratic decision-making. ‘Oulestion-— 
naires to determine (1) the participants needs for independence 
and authoritarianism: (2) job rating: (3) attitude toward the 
job and (4) perceived participation in decision making were 
administered to 108 supervisors on the bottom three levels of 
a large parcel-delivery company. The subjects were divided 
into three groups on the basis of the above personality scales 
and correlations between participation and performance deter- 
mined. 

Vroom found that participation did have a positive effect 
on performance but was unable to specify at any level of 
significance the modification effects of various personality 
By ere Og Percirs 

Erickson, Pugh and Gunderson (1972) developed a "status 
congruency" measure to determine the degree to which an 
individual was in step with his peers relative to duty time, 
pay grade, age and marital status. They found their measure 
to be predictive of reported life stress and job satisfaction. 

An exploration by Reddy and Byrnes (1972) into the effects 
of interpersonal compatability on problem-solving behaviour in 
middle-managers utilized Schutz's (1958) Fundamental Inter- 
personal Relationship Orientation-Behaviour (FIRO-B) in 


connection with the "Lego Man exercise". The researchers 
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found that groups that were more compatible on the interpersonal 
cimenstons of Control and afirectaon completed the tack more 
rapidly than more incompatible groups. 

In a study on the effects of successful leadership, Bass 
(1961), hypothesised: (1) that successful leadership is related 
more to abilaty and esteem in effective groups than iat is in 
ineffective groups; and (2) that discrepencies between group 
esteem and self-esteem are manifested in unsuccessful leadership. 
Fifty-one five-man problems solving groups of ROTC cadets met 
in ten brief discussion sessions. After each discussion, group 
members were assessed on the basis of effectiveness, leadership 
and the time they each talked. 

Bass found that: (1) a leader's, success depends heavily 
OM tne ability odt athe qroups, (2) successful leadersean efrecuive 
groups were held in higher esteem than those in ineffective 
groups; and (3) people with high self-esteem but rated low in 
group esteem were rejected when they attempted to take control 
of the group. 

Farris and Lim (1969) found that past work group performance 
was a variable to be considered in explaining current leadership 
effectiveness. High past performance was found to increase 
leader supportiveness, interaction facilitation, goal emphasis, 
and work tacilivation behaviours, as well as member sintluence, 
group cohesiveness and satisfaction. These elements were 
perceived to influence the current leadership effectiveness. 

Lowin and Craig (1968) investigated the effects different 


levels of subordinate performance had on leadership behaviour. 
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They found that high-performing confederates evoked high consid- 
eration/low initiating structure behaviours from leaders, while 
low-performing confederates evoked a low consideration/high 
initialing structure patrcern of behaviour. 

Thus, the behavioural demands placed on a manager will vary 
with the position of those making the demands, and the attitudes, 
needs and values of those involved. 

Where there is a lack of congruency between the demands 
placed upon the individual and his aspirations to act, a degree 
Sfostress will result. (his stress will, an turn, provoke 
leadership behaviour, as shown by Korten (1962), Oaklander and 
Fleishman (1964), House (1968), Walton, Dufton and Cafferty 
(1969) Rossel (1970) es Lichtman (1970). 

Korten (1962) anvestigated the situational Conditions tor 
the emergence of different leadership styles and developed a 
model showing how certain environmental influences and stresses 
produced shifts between authoritarian and democratic forms of 
leadership. 

Where group goals were highly structured and assumed 
greater importance than individual goals, or where ambiguities 
obscured the perceived paths to goal attainment, authoritarian 
leadership was sought. Where ambiguities did not produce stress, 
and where the attainment of individual goals was possible, 
democratic leadership was sought. 

The relationship between leadership role perception and 
organizational stress was explored by Oaklander and Fleishman 


(1964) in three hospitals. 118 first-line supervisors completed 
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Fleishman's(1953b) Leadership Opinion Questionnaire, and a stress 
instrument. 

High scores on the "Consideration" scale were found to be 
related to low intra-unit stress but not to intra-department 
stress. Relationships between units in the large hospital were 
more clearly defined than in the smaller, voluntary hospitals, 
where supervisory relationships were more informal. The authors 
concluded that effective leadership interactions may be a 
function of stresses due to organizational size and they suggest 
further research in that area. 

In a review of research into leadership training in large 
industrial and governmental organizations, House (1968) attempted 
to show that social influence variables accounted for most dys- 
functional consequences. 

His studies revealed that where the organizational environ= 
ment was not supportive of the prescribed concepts of human 
relations training, there could be increased role conflict 
perceived by employees and increased stress between the trainee 
and other members of the organization. This stress could lead 
to increased employee turnover and grievances, and to decreased 
job performance. 

Leadership training could also have undesirable effects on 
group cohesiveness, supervisor-subordinate relationships, inter- 
group relationships and the formal authority system itself. 
These sociological consequences could, in turn, reduce organ- 
izational effectiveness. 


The causes of interdepartmental conflict and lack of 


Ce mL i 


"e 
of Hina Bs) he pae sat 
en oho aE fp i Gears nie hg Seta 
( Griquetl, onl > He WAH: oyow earl + aging tag 


otatiusds caedeal ees a? 2 nem) omar ten shrnets, a 7 
ee ee ae 

wn oe ee (1A Re ke se Syturtennas 

rm Waka iuyio oa allt AAA etrey Se ae 

ohn Tete AP Geaeeee ear 


yrerg \ \itiejing: oiue Griqheds 36, cnbye0 me Ob 


a? e wis tio. Fe se Vdegueovog to Bie 


oceeed pal 
ie > foie x O96 | jal nou, nek emis oF 
eh ROnRe pas 9h Lang’ tee 
wi Leas ub) éourtmy Fre imiuhi@\. ean vise ih. 
' 7 
> 
imeeh 4 D By: a4 j riggers 1 ee noes 
- 
lu 31.6 04 o@ mt woiomrey atiaite 
| . 
; 8 4 e vor | #) i te [= beviay iH 
e 
“iy é ‘4 atat a he 3 rim todd 
? = 
any ET wry, m « bin é ain@gelitenette ie 
a 7 _ 
r Viera oe * dag 
* ’ 
To eee ee ate gems L 
: 4 j ge) oe sy - soe 1 elo, igh 


j ohh red 7 y 


86 


cooperative relationships was the topic of a study by Walton, 
Dutton and Cafferty (1969). Data was collected from over 300 
managers ina large, dispersed utility company and then analysed. 
It was found that the major determinants of interdepartmental 
conflict were: (1) ambiquity in perceived departmental-juris- 
dictions, (2) physical obstacles and other related barriers to 
communication, and (3) perceived inequalities in work loads and 
rewards. Walton et al. suggest that interdepartmental conflict 
results largely from factors which originate outside the 
particular lateral relationship under consideration, and which 
may be antecedent to it. 

Rossel (1970) examined leadership orientations at different 
hierarchial levels on the basis of the degree of labour intensity 
and commitment in organizations. He found that as the degree 
of labour commitment increased, managerial personnel became more 
concerned with task effectiveness and measurable performance 
("instrumental"leadership). Among supervisory personnel, 
however, as labour commitment increased, concerns about the 
elimination of dysfunctional interpersonal frictions increased 
("expressive!! leadership-orientation). With low labour commit- 
ment, the leadership orientation was reversed between hierarchial 
Weve lst. 

In situations in which the organizational survival was 
threatened, the instrumental leadership pressure from managers 
could conrlict with the natural inclinations of supervisors to 
the degree that it Caused Stress in the supervisors, which Ted 


to a loss of leadership effectiveness. Rossel saw the danger 
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of accelerating and dysfunctional pressure under these circum- 
stances. He concluded that leadership orientation is a 

function of both hierarchial Level and the degree of threat to 
organizational survival managers perceived in the environment. 

The problem of the way in which emotional adjustment and 
organizational knowledge are distributed across hierarchial 
levels was tackled by Lichtman (1970). He used a series of 
instruments to measure the emotional adjustment (job satisfaction 
and internal conflict), organizational (operations) knowledge, 
achievement need and productivity rating of three hierarchial 
levels (manager, supervisor and worker) within the U.S. Inland 
Revenue Service. 

He found that the managers showed the lowest levels of job- 
related tension, and the highest levels of job satisfaction, 
internal control, organizational knowledge and performance 
rating of the three groups. Tension correlated negatively with 
both job Satistaction (-.48) and internal control (2-31), while 
satisfaction was positively related (+.40) to internal control. 
Both productivity rating and need for achievement were positively 
related (540 and .27 respectively) to organizational knowledge, 
in which staff personnel scored significantly higher than line 
managers. 

We have seen from the research reported in this section, 
that the attitudes, needs and values of the work group influence 
the demands upon the manager and the stress placed upon him. 

The ways in which he handles these attitudes, needs and values, 


and in which he tackles the stress in the situation will. help 
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determine his degree of success as a manager. 


Social interaction 

The way in which the manager uses the process of influence, 
and the type of influence he uses will help determine his 
leadership success. A number of researchers have investigated 
thideearea, Including Hizi1oni. (1959), Peabody (1962), Zald (4962) 
Patcher (1962); Hill and Frenen (1967), Student (1968) and 
Ivancevich and Donnelly (1970) . 

Etzioni (1959) compared the distribution of power in 
organizations with different goals. He was interested in the 
relative strength of “expert power" (e.g. staff specialists) to 
"line authority" in production organizations versus professional 
insveLuucavoms (research establishments, schools, hospitals). ne 
hyoothesized: (lj=that an the ultimate analysis, stati authoracy 
wae subordinate to laine authority: (2) that “organizatrons have 
only one ultimate position of authority that makes final 
decisions; and (3) that persons occupying this ultimate position 
perform the functions of system-integration and goal-direction, 
rather than being experts concerned primarily with means. 

While these hypotheses were confirmed for the production 
organizations, they were unconfirmed for the professional 
institutions studied. It would therefore appear that the power 
of a managerial (line/staff) position depends on the nature of 
the organizational task. 

In contrast to Etzioni, Peabody (1962) differentiated 


between four types of authority (those based on legitimacy and 
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position versus those based on technical competence and human 
relations skills) in an analysis of interviews with 76 members 
of three public service agencies. 

He found that all four authority types were common to the 
three agencies (a welfare branch office; a municipal police 
department; and a suburban school), however, the relative 
importance of, and emphasis on, the types of authority varied 
among organizations. Welfare employees held the formal authority 
sources as important, while the police officers stressed human 
relations skills and teachers emphasized technical competence. 
Peabody also found that a lack of congruency between the 
exercise of functional authority and formal authority led to 
"one of the deepest tensions in modern organizations.! 

Patchen (1962) investigated the problem of authority from 
the standpoint of supervisory power and the relationship between 
the exercise of that power and group performance norms. Data 
collected by questionnaires from 700 people in 18 departments 
of a plastics factory revealed that three aspects of supervisory 
performance could be related to the performance norms of a work 
group: (1) the foreman's encouragement of work efficiency; 

@ ens going! in to bat" (to obtain rewards) for his neriew 
and(3)) his power to control rewards. It was found thay the 
highest group norms resulted when the foreman had significant 
power in the control of rewards, and he exercised that power, 

and he consistently encouraged efficiency. Under these circum- 
stances, high group cohesiveness was related to high group norms. 


Patchen concluded that the effects of close supervision depended 
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on the workers perception of the foreman as a rewarding figure 
and a 'team member' rather than a punitive outsider. 

Hill and French (1967) examined another dimension of 
administrative power (access to sanctions) in relation to the 
performance and satisfaction of college faculty. A questionnaire 
was mailed to professors of five state-supported, four-year 
colleges to measure the faculty perceptions of the power of 
departmental chairmen. Performance ratings and technical 
publications were used as output criteria. It was found that 
the greater the perceived administrative power of the chair- 
person, the greater the level of satisfaction among faculty 
members, and the more likely professors were to be productive 
in terms of the operational definitions used. 

The effects of supervisory influence on work-group perform- 
ance was studied by Student (1968). A questionnaire was dis- 
‘tributed to 486 hourly-paid Manion and 39 supervisors on the 
topic of influence ("Ireferent", "expert", "reward", "coercive", 
and "legitimate" powers as well as "incremental influence"). 
Company performance data used included: indirect costs, mainte- 
nance costs, supply costs, scrap costs, actual performance against 
schedule, quality, average earnings, number of excused and un- 
excused absences, accidents, turnover, and suggestions submitted. 

The results indicated that high "referent" power was 
associated with high turnover. Indirect costs, supply costs, 
work quality, and the number of suggestions submitted were all 
related to the degrees of "referent" and "expert"power. No 


: : ; : ; 
relationship was found between "incremental influence" and 
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either average earnings or Peer ormaneewaad! nee schedule. 

Kipnis and Cosentino (1969) explored the use of corrective 
powersey tn andustry.) eBothiisituationalvand, personal) factors 
(number of employees supervised, years of experience as a super- 
visor, and the nature of the problem presented by the subordinate) 
were found to influence the supervisor's choice of corrective 
powers. Industrial supervisors were found to rely more on 
persuasive powers than their military counterparts. 

Goodstadt and Kipnis (1970) investigated situational 
influences on the use of leadership power in a laboratory 
Situation. They found that the kind of problem the subordinate 
encountered and the number of subordinates supervised influenced 
the type and frequency of use of Supervisory power. Problems 
of discipline evoked the use of coercive power, while ineptness. 
evoked expert power. The larger the span of control, the less 
time supervisors spent on problem employees, and the fewer 
rewards given to satisfactory performance. The supervisors 
selai—-Cconfadence aliso anitluence the exercise of power jan) that 
supervisors with little confidence in their leadership abilities 
relied on formally proscribed powers while those with more 
confidence used both formal and informal types of power. 

Awetudyeon the distribution of power within Correctional 
Institutions which had different role-concepts in terms of 
their custodial/remedial treatments of inmates was conducted by 
Zaid (1962). He compared five U.S. Correctional Institutes and 
the power distributions within them as perceived by their staffs. 


He found that as organization complexity increased, and organi- 
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zation-community relations led to greater external commitments 
by the Superintendent, the Chief executive had to share his 
power. The person(s) with whom the Superintendent shared his 
power was a function of the nature of the organizational goals. 
The balance of power among different groups within the institu- 
bLon Was! alsor ay function of organizational goals. 

Ivancevich and Donnelly (1970) attempted an empirical 
investigation into the relationship of Katz and Kahn's (1966) 
concept of incremental influence to certain performance measures 
and non-participation measures (absenteeism and turnover) for 
white-collar workers. 394 food products salesmen from 31 
branches of a large U.S. firm ee their 31 managers on the 
basis of "Referent"/"Expert"/"Incremental"/"Reward"/"Legitimate" 
/"Coercive"powers using the Bachman, Smith and Slesinger (1966) 
instrument. Productivity performance measures (Market-Potential 
ratio, number and size of orders, efficiency rating, direct 
selling costs and route density factor) were recorded for each 
Branch, as were excused and unexcused absenteeism and staff 
turnover for a 24 week period. 

Significant positive relationships were found between: 
Wincremental influence!!! and four of the five productivity indices; 
"“referent'power and three indices; "expert" power and two; 
"reward"! power and one index. Likewise, negative relationships 
were found between excused absenteeism and "incremental", 
"referent" and "expert'! powers and between unexcused absenteeism 
and "incremental" and "referent" powers. No significant relation 


between turnover and power base was found. 
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On the basis of these studies, one might expect the successful 
manager to utilize influence over rewards and sanctions, 
"referent" and "expert" power and "incremental influence". The 
literature seems to demonstrate, however, that relationship 
between these social influence processes and organizational 


performance is quite dependent upon the task of the organization. 


General environmental factors 

While it may appear trite to say, we might expect the 
patterns of leadership success to be dependent on the particular 
culture in which the organization exists. Any instrumental 
approach to the indication of managerial success should take 
into consideration the cultural-dependency of instruments and 
concepts of managerial success. 

It should perhaps be noted here that the vast majority of 
the research reported in this presentation relates to U.S. 
rather than Canadian studies. The cultural similarity between 
the urban Canadian and his southern neighbour is generally 
evident but has been neither well-researched nor conceded by many 
Canadians. 

The search for a Canadian identity continues! with two 
Stiects relative to this study. In the first place the possibile 
cultural-dependency of instruments used must be acknowledged: 
perhaps the findings of the number of researchers are not 
replicable within the Western Canadian context. Secondly, the 
pioneering characteristics of Western Canadians, including a 


heterogeneity of recent ethnic backgrounds and the attributes 
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which attract them to a growing country must also be considered. 
Both these elements might be expected to become evident in the 
results of this study. 

The ethnic variable in managerial attitudes was explored 
by Richardson (1956), who compared British and American ship 
personnel and found a number of significant differences between 
them. 

Likewise, studies by Hulin (1969), and Katzell, Barrett 
and Parker (1971) brought out the fact that the size and culture 
of the city in which an organization operates can significantly 
influence the satisfaction and performance of its employees. 

The degree of threat to the organization in the envirnoment 
was shown to effect participants attitudes toward leaders by 
Mulder, and) sterling 1963)" in a Dutch field study. 

The degree of agreement with the Protestant work ethic by 
employees was also found to be related to employee satisfaction 
by Blood (1969). 

AD study by Archibald (1970) has also pointedsouc cha 
organizations, or countries can hold stereotypic attitudes 
towards such phenomena as sex roles, and this stereotyping can 
influence success aS a manager. 

A number of researchers have also considered the cross- 
cultural application of specific leadership instruments. Work 
in this field includes that by Fiedler (1962), Anderson (1969), 
Fleishman and Simmons (1970), and Parat (1970). 

Fiedler (1962) found socio-religious homogenity in the 


composition of groups to be a moderating variable on the relat- 
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ionship between Least Preferred Coworker score and group 
creativity. 

Anderson (1969) tested the Leader Behaviour Description 
Questionnaire on intercultural groups and found that instrument 
to be culturally independent. Fleishman and Simmons (1970), 
however, did find cultural base to be a moderator variable on 
the relationship between "Consideration" and "Initiating 
Siirue tage! 

A number of these moderating variables have thus been shown 
to influence managerial success or the measurement of leadership 
properties. We might expect that the success of a manager 
would depend on: his nationality; the size of community in which 
he works; the degree of threat to the existence of his organi- 
ZaviLon., as perceived by its members; the degree of his commitment 
to the Protestant Work ethic; his or her sex; and the socio- 
religious homogenity of his ae The research reviewed in 
this section does not allow to make predictive judgements or the 
nature or direction of these influences, but recognition of them 


as contributors to variance in managerial success must be granted. 


fiwewrraints ¢ 
» CED: ies 

1 4rca uae ska amis: bot icine 
ertoo (008A Ppt Syl ipestiiva.2” veaprads 

7 


; * 

er ere shane wi soteb a wee, Ve tata 

pidurrntin isan a plaalMy, “fifa ie Mponerion Ke NiiogneM Unnauk 
ene uae ts i. aque beeQget $y da, Le 


hipoeeos (6) Ges — peetiseua le wid tog bonany | Tar 
ile 6uUpDisa GD 6? Ged » (P05 Seige wee 
Lie) Co padh PG Tra aens rep: +e car Tastes ‘Se ‘i 

‘So mote gee Gabbe Ore Ghose aaue tan elas 

‘ qn vel, Gaaaeay a ae OM Ve «4 depenpedl) gi 


> 4 p iwprran tog grt SUES wits 1A vilia ' the. ot. 2 aa 
be 


~ 
, 


“ol 


oa is 5@ lh Reais ath «: +i tet) Ae ae 
i] 


l Mb adit a er oe Sa «oh i « Scene Th! i | ‘ 


* 


96 


Summary 

This chapter started with the assumption that leadership 
was Situationally-dependent, and a number of ways in which 
researchers have proven it to be so have been considered. 

The task structure, size and stage of development of the 
organization makes different leadership behaviour necessary at 
‘ different hierarchial levels and managerial roles. 

The attitudes, needs and values of the work group must 
also be taken into account in considering the role expectations 
and stress placed upon the manager. 

Likewise, the manager's propensity toward a particular power 
structure or his congruency with an organizationaly-accepted 
type of influence will determine his success within the organi- 
Zation. A number of culturally-dependent elements must also be 


considered. 
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CHAPTER VI 


THE RESEARCH MODEL, SETTING AND METHODOLOGY 


The General Research Model 

The literature reviewed in the earlier chapters suggests 
that effective or successful leadership depends on a number of 
personal, behavioural and organizational factors. 

euccessiul leadership has been shown to be related to a 
number of non-changeable personal characteristics, such as sex, 
age, educational level attained, recency of latest educational 
experience, tenure within the employing organization, and number 
of dependents. 

While the above atributes are non-changeable, it must not 
be assumed that they do not influence other attributes or 
characteristics which may also relate to managerial success. 
Particular changeable personal characteristics which may be 
affected by the above Beneraniie variables would include 
psychological needs profile, role perception, and expectancy 
attitudes. Research already reviewed suggests that these latter 
characteristics are subject to change, and yet play a particularly 
significant role in the determination of behaviour and inter- 
personal relationships with the organization. 

Somewhat intermediate between these two sets of personal 
characteristics are a number of features, such as authoritarianism, 
cognitive style, passivity, and creativity, whose propensity 
towards change seems somewhat limited. Nevertheless, these 


features have also been shown to influence the degree of success 
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attained by managers within formal organizations. 

These three groups of attributes represent the intra-personal 
variables which are associated with the process of success in 
the management field. 

ihe overt; expression of these personal attributes.is in 
terms of behaviour. In particular, the behaviours relevant to 
the study of managerial success may be classified as leadership 
and interpersonal relations. A number of authors have offered 
frameworks for the analysis of leadership behaviours by way of 
leadership styles. Such frameworks would include the autocratic- 
democratic continuum, ''Consideration" and "Initiating Structure", 
and the Least Preferred Co-worker scale. 

In suggesting that individuals express their personal 
attributes through their behaviours, it must also be acknowledged 
that behaviour has effects on personality. The individual may 
evaluate (conciously or otherwise) what he perceives to be the 
results of his behaviour, and modify his cognitive, affective and 
behavioural sets accordingly. As a result of such evaluations, 
certain behaviours may be reinforced, others may be extinguished. 
Likewise, the individual's values and beliefs may be modified. 

Not only does the individual's behaviour influence his 
intra-personal composition, but the behaviour of others may also 
influence him. Thus, the "followership" of a manager's sub- 
ordinates and the leadership of his immediate superior will help 
determine leadership style, beliefs and values. 

Certain environmental characteristics are also seen as 


influencing the managerial behaviour which is recognised as 
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successful within the organization. The nature of the organi- 
Zataons Goals, its task (structure, its Size and stage of develop-— 
ment, must all be considered. More immediately, the attitudes, 
needs and values of the work group, and the general "climate" 
prevelant in the organization must be taken into account. 

Although the organization and its culture may be perceived 
as providing the environment for successful management, it does 
(through the process of socialization and setting norms), to 
some degree, determine managerial behaviour, beliefs and values. 
While the relationship between the organization and the manager's 
behaviour and ine eaneneenas attributes may be transactional, it 
must generally be conceded that the direction of major influence 
is from the organization to the individual, rather than vice 
versa. 

The organization's structure and reward systems play a 
particular role in the formulation of managerial success, and 
may be considered as moderating variables on the relationship 
between managerial behaviour and success. Through their oper- 
ation, the individual's value and belief systems are again 
modified. 

The general model suggested so far may be summarised 


diagramatacally in figure 2. 


setting 
The organizational setting for the research study was the 


Alberta Public Service, an organization employing over 20,000 


people and involved in a wide spectrum of public sector activities, 
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Figure 2. The General Research Model. 
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The subjects for the study consisted of management 
personnel at various levels within this organization. Many of 
the subjects selected were attending in-house management training 
programs during the Fall of 1973. Training courses aimed at 
first-level supervisors, middle-managers, and senior-managers 
provided the vehicles for establishing contact with the subjects 
and providing an objective frame of reference for the completion 
of Questionnaires. “In addition to the group of trainees, 2 
small random sample was selected from a listing of the management 


personnel within the organization. 


It should be noted that around the time of the administration 


of questionnaires, the Alberta Government was introducing a new 
policy to effect a differential treatment of its management 
personnel. Compensation, position classification, manpower 
planning and performance appraisal systems were all under review 
at the time. The people involved in this study were likely to 
be aware of a changing emphasis within the personnel function, 
although precise definitions and directions of the change would 


be largely unknown. 


Hypothesis Construction 
Success Indicators 

A number of authors already reviewed have suggested that 
success in management may be measured in several different ways. 
The indicators of success they have used included: hierarchial 
position (Patton, 1960, and Steele and Ward, 1974), salary level 


(Dodd. Wollowick and McNamara, 1970, Miner, 1971, and Gutteridge 
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1973), rate of increase of salary (Grant, Katkovsky, Pee ae. 
1967, and Miner, 1970), rate of hierarchial advancement (Pallett 
and Hoyt, 1967), financial responsibilities (Wollowick and 
McNamara, 1969, and Nornaday, and About, 1971), Ne performance 
rating (Miner, 1970, and Friedlander and Greenberg, 1971). 


Within the context of the existing study, subjects were 


asked to report on the following indicators of managerial success 


(the abbreviations used in data analysis are also given): 


4 

LEVELSUP 4 - the number of hierarchial levels between 
himself and the organization's Chief 
Executive Officer (the Deputy Minister). 

LEVELSDN - the number of hierarchial levels in the 
organization beneath him. 

SALARY - his current annual salary. 

‘ , Ad 

MULTINCR - the number of multiple increments he had 
received over the last five years. 

PROMOTES - the number of promotions he had received 
in the last ten years. 

BUDGET - the size of the financial budget he 
COMUBOU Led. 

LOGSTAFF - the number of personnel who reported to him, 
either directly or through subordinates. 

DIRSUBS - the number of direct subordinates he had. 

FREQCONT - the frequency of his dealings with his 
Deputy Minister. 

PERFRATE - the last annual performance appraisal rating 
he had received in relation to his super- 
Viilisoiry ability. *> 

LEVELTRG - the level of the training progam he had 


last attended. 46 
From the two measures of hierarchial position, an index 


(HIERARCH) was calculated, representing the percentage of the 
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way uprthe buenarchy of the individual "s- position. 
On the basis of the literature reviewed in Chapter II and 
briefly summarised above, it may be hypothesised: 
HYPOTHESIS I: 
that the various success indicators selected for this 
study would not be predicted equally by the same 
instruments, and would relate to the various inde- 
pendent variables in different ways. 
Demographic variables 
The general hypothesis with respect to demographic variables 
may be stated: 
HYPOTHESIS I1: 
that a number of non-changeable personal character- 
istics, or demographic variables, would affect the 
degree of managerial success achieved by an individual. 
Of the non-changeable personal attributes (demographic 
Variables) discussed earlier, a number have already been shown 
to be related to managerial success. These variables include: 
age (Patton, 1960, Lefkowitz, 1967, Cleland and Neman, 1969, 
Laurent, 1970, and Vroom and Pahl, 1971), number of dependents 


(Tanofsky, Shepps and O'Neill, 1969), educational level attained 


(Sykes, 1962, Ghiselli, 1968, Grubel, 1969, Rhinehard, 1969, and 


Laurent, 1970), recency of last educational experience (Gutteridge, 


1973, and Steele and Ward, 1974), and length of employment in 
the company (Maier, Hoffmann and Read, 1963, McLennan, 1969, 
Mimer jeio70. and Laurent; 1970). 

Within the context of the present study and on the basis 
Ofethe aterature reviewed in Chapter ITIL, it was decided to 


examine the effects of a number of demographic variables. The 
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Le 


particular demographic data requested from subjects, and 


pdentified by the abbreviations used in data manipulation 


included: 


AGE 


SEX 


MARITAL 


DEPENDTS 


YRSED 


LASTFTED 


LASTED 


MOSINTRG 


TENURE 


PRESPOSN 


YRSMGMT 
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sex 


hase mais. wall! sees? 


the number of dependents he had 


the number of years of full-time education 
he had received 


the year of his last full-time educational 
experience 


the year of his last educational experience, 
whether full-time or part-time. 


the number of months since he was last exposed 
to a formal management training program. 


the number of years he had been employed by 
the-organization. 


the number of years he had been in the position 
he presently occupied. 


the number of years of managerial or super- 
visory experience. 


In accordance with the work quoted above, it could be 


expected that managerial success would have a positive relation- 


ship to AGE, 


YRSED and TENURE. 


LASTHTED “could also be anticipated to be related (to success, 


but since recency of education normally implies a shortness of 


employment within the organization, to fully examine the effects 


of LASTFTED, 


allowance should be made for TENURE. Part—time 


education (LASTED) and recency of management training (MOSINTRG) 


may be expected to have relationships in the same direction as 
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LASTFTED but of a smaller magnitude. Also, since all learning 
is not necessarily formal, YRSMGMT could be expected to have 
some relationship with the success indicators in the same 
directions as LASTFTED. 

In Chapter III fundamental personality characteristics 
were classified as subject to limited and difficult change, 
including authoritarianism, dominance, activity and inner—/ 
outer-directedness. With respect to these variables, it might 
be hypothesised: 

HYPOTHE SLs WbisL: 

that certain fundamental personality dimensions 
would have effects on the degree of managerial 
success achieved by an individual. 

These variables may, of course, be modified by the non- 
changeable or demographic variables discussed earlier. For 
example, as people grow older their attitudes may be considered 
to have become shaped and therefore they may be expected to be 
more rigid or authoritarian in their views. Likewise, individ- 
uals who have exposed themselves more recently to the educational 
process may be expected to have adopted a more open or laissez- 
tage outlook, On a number of topics, and therefore to be Less 
authoritarian. The phys1tological phenomena of the aging process 
itself. wid the effects of the gratafication of Ccerlain basic 
needs (such as for a home, education for the children, etc) 
may reflect themselves in a depreciation of activity with age. 
Likewise, one might expect more active individuals to involve 
themselves in a number of activities outside of their work 


Situation, including education, so some rélationship might be 
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expected in that field. 

Studies reported earlier by McCurdy and Eber (1953) and 
Carron (1964) have already indicated that authoritarianism is 
generally associated with the ineffective use of human resources. 

Authoritarianism may be measured by the shortened version 
of Adorno, Frenkel-Brunswick, Levinson and Sanford's (1950) 
California F scale. This instrument consists of seven items, 
each with a seven-point Likert scale and yields a total author- 
itarianism score. 

One might therefore expect managerial success to be 
negatively associated with scores on the California F scale. 

If the assumption is made that authoritarian personalities 
have a propensity toward assuming a position of authority in 
interpersonal relationships, one might expect them to induce 
an attitude of receptivity or submission on the part of others. 
Such an approach might be interpreted as "dominance! in inter- 
personal relations. A negative relationship between "dominance!" 
and managerial success might therefore be predicted. 

Porter and Ghiselli (1957) and Webber (1970) have also 
intimated that more successful’ managers are characterised by 
active, rather than passive personality traits. <A positive 
relationship might therefore be expected between this dimension 
of personality and managerial success. 

Both "dominance" and "activity" can be measured on the 
Thurstone (1949) Temperament Schedule. Scores on these scales 
might therefore be examined for relationships to the success 


Variables. 
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Studies by Porter and Henry (1964a), Oshry and Harrison 
(1966) and Mitchell and Porter (1967) have suggested that more 
successful managers display more inner-directed traits than 
their less successful colleagues. This was particularly the case 
for line-managers in comparison to staff-managers. 

Inner-directedness may be measured by the degree to which 
the individual is not "sociable" (on the Thurstone Temperament 
Schedule) or is not "interaction-orientated" (on Bass! Orient- 
ation Inventory). Negative relationships might thus be expected 
between scores on these two scales and the success criteria. 

The third set of intra-personal characteristics shown by 
the literature to have a relationship to managerial success 
included such variables as need gratification, role perception, 
and the perceptions of the instrumentality of performance to 
salient outcomes. It may therefore be hypothesised: 

HYPOTHESIS LV: 


that a number of changeable personal characteristics 
will have effects on managerial success. 


Among the many potentially viable variables within this 
category would be: interpersonal relations orientation, attitudes 
toward supervisors and subordinates, a role perception which 
differentiates between the work of a supervisor and that of his 
work group, and the level of job satisfaction of the individual. 

These characteristics may of course, be related to the 
other intra-personal attributes already considered. One might 
expect, for example, that a positive attitude toward management 


may be found among people who had spent a great deal of time in 


shan en) <a a ait skpugert fo cana 


i) cn P a 
5 y i G A ce i . : 
yi , : ; 
py wy = rn - 
ee Kage 
hankvine 2 me il ef 
iad 4 
ata ear’ ie ime Li pe vere 
- - : 


ml err ae an 


~ ia , 
pets wikaez,& 


ws gio aut abide 63 age t-rai aie, ax eis 
joike +t etepyl ete i hetGeeen 2d Yom »anghadewaih- 


7 


Hine weqQaet daeteteae o6) Gu) “eléaiace*/ hn ee leubiviba 


-jJonts¢ *eaed ee hy Ose REO ear ine,” Oo eh to tw 


si aut) S88 G@hOheny yatta «es iene? oly yasnovnT, ite 
nn 


i> weedy aged Alyse vole 4 SUeR?, an a” 1504 me 


itedro rads Tuc sahoyg-avend Dr Fea \etz2G2 ody 
7 


7% 
vay dae’ ae uiemisale) » Geb ot Peeper y ) Ty ath 
, ee i <~ - fot , *ede@ieognt Le. Inttap Soe bone i 


is Gade OEVITD tie (Ot Pee mental ot! 8 dieesqeaneg Call ins 


; ; —_ 
j bau nigga? @n sprper) ( @eh ¢ rm , ren dild inethe fu 
: coat 
‘h 2] SaTOTA | 


¢ Sas i te 1 ~~ @ Ag ns ley i ng Maite .@ }4uJ ; 
idea’ Cilas 6 Gui eee Foe : 
7 ed 
i wif ideo Ti > aad) i! 7% joetend “ne @€f) — 


a 


ae : a Te? a ey 7 ese 7 2 uf ay ay a 


TS AAC T ie Vee | BERT! 7 Ait 009 cit tren: 4 7 gue Tr : vt 


ail pa tons: Hi qaiX 1 -Milg ie “ane eff ised atchesaaenaee te 


> 


i = e* 
Vihar ea) ) arbo thd Gtdns & > wre. GH 16 aie 
. wes 
ofis «of i tSee SH Soe Loe wee ester icte wes wad 
7 ~~; ean 
(Avia und, /Pa oD iiaes QBeA Be Posi sdie, (Hh egs 


as 
Mmemayuiam bit ese aba bsage ee cri 


a 


- 7 _ | 
i omit YU Ane Caaygie deere Set o@. of gnay 
: - 1 : 


the management profession. One may presume that a negative 
attitude toward top management would activate the individual 

to change his organization or his profession. Likewise, 
cognitively-simple individuals may be expected to perceive their 
role in a simple and differentiated manner with respect to their 
employees. 

Studies by Bass (1962), Miles (1965), Harrison (1966), 
Hobert and Dunnette (1967), Cummin (1967), Dunnette (1969), Pino 
(1971) and Bouchard (1972) have suggested that effective leader- 
ship is associated with an orientation toward interpersonal 
relationships. An even larger number of studies in the Human 


Relations field have suggested that a person-orientated approach 


to employees by supervisors leads to more effective organizational 


performance. Studies by Carroll ‘and Nash (1970), Schneider and 
Pamuler.. (1970) House.) Filley and Gujarati (1971)) and O'Rewiiey 
(1973) %ceviewed earlier would be included in such work. 
Instruments which purport to measure such an orientation 
include those by Gekoski and Schwartz (1966), Doré (1973). 
Gekoski and Schwartz's instrument (the "Supervisory Index") 
contains scales measuring the subject's attitude toward basic 
human relations practice, including techniques for handling 
problems, trouble-making, lateness, apathy, arguments and low 


morale (HR), and a general total scale, measuring the extent. to 


which the subject holds a person-orientated "people are basically 


good" philosophy of management (T). 
Dore's instrument has a scale (E) measuring the degree to 


which a manager is orientated toward subordinates as people, 
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rather than as a means of production, delegating authority and 
responsibility where possible, and creating an atmosphere of 
teamwork and cooperation. 

One might expect scores on both these scales to be positively 
correlated with the success indicators. 

Attitudes toward supervisors and top management were shown 
to be significant modifiers of the relationship between 
managerial performance and success by Mahoney, Jerdee and Korman 
(79G0)Ge Rosen, (1961b)\, Sykes (1962), Pallett and Hoyt (1967)- 
Bard (10690)e) Carrol) and Nash (1970), Schneider anduBarcttett 
(1970) and) Thompsen, (1971)... Since: top management ineanmorgan-— 
ization would normally have more control over sanctions than 
lower levels of management, one might expect the attitudes toward 
top management to be positively correlated with success. The M 
scale on the Gekoski and Schwartz instrument attempts to measure 
this variable. 

A supervisory role perception which differentiates the 
manager's job from those of his subordinates was implied in the 
studies by Porter (1959) and Zajone’and Wolfe’ (1966)... This 
dimension was also implicit in the studies on "laissez-faire" 
leadership by Lewin, Lippitt and White (1939), Tannenbaum and 
Masserik (1950), Pelz (1951), Page and McGinnies (1959), 
Anderson and Fiedler (1964), and Latona (1972), and the studies 
on "initiating structure" by Halpin (1957), Hemphill (1957), 
Maier and Maier (1957), Besco and Lawsche (1959) and Hunt and 


Lichtman (1969). 


Within the context of the present study, the above dimension 
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may be examined using a scale by Dore (1973). 

On the Doré instrument, the "Differentiation" scale (D) 
reflects the perception the manager has that his role and 
aCLIVitiesS ere: different from his!) employees, and that his role 
includes explaining and discussing changes in the work, planning 
and scheduling group activities, explaining job responsibilities, 
giving feedback on performance, and trying out new ideas. | 

A high score on this scale might therefore be associated 
with successful management. 

The number of studies investigating the relationship 
between job satisfaction and performance is too large for detailed 
reference here. Among those mentioned in the earlier review of 
the Witerature, the studies by Katz and Stotland) (1959), Mahoney, 
Jerdee and Korman (1960); and Skipton and Weitz (19741) would 
suggest that job satisfaction would be positively related to 
managerial success. 

An item was included in a brief questionnaire by the author, 
which asked subjects to identify, on a 9-point Likert-type scale, 
the degree to which they were satisfied with their jobs. It was 
expected that responses to this item would be positively associ- 


ated with managerial success. 


Behavioural variables 


The second set of Variables in the General Research Model 
concerned the manifestation of intra-personal attributes in the 
form of leadership styles and inter-personal relationships. [In 


this connection, the literature review covered such studies as 
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those on the autocratic-democratic dimension, "Consideration" 
and Winwtratang structure’, and Fiedlier'’s "Least Preferred Co 
worker" scale. 

The general hypothesis associated with the examination of 
these variables is: 

HYPOTHESIS: V+ 

that managerial success would be associated with 
certain identifyable behavioural patterns, as 
reported through several instruments. 

Since these variables reflect the intra-personal attributes, 
they may be expected to be quite dependent upon them. For 
example, authoritarian personalities may be expected to be 
autocratic in their leadership style, individuals who have 
pursued higher education may be assumed to be achievement- 
orientated and therefore less collaborative than others. 
Relationships of this nature could be confirmed through additional 
Frescarcii. 

The Ohio State studies, discussed in Chapter IV, have 
suggested that both "Consideration" and "Initiating Structure" 
are positively rated to leadership effectiveness. The studies 
by Halpin (1957), Hemphill (1957) and Cummins (1971) have 
emphasised the necessity for both leadership dimensions for 
effective performance. One might expect, therefore, that scores 
on the Leadership Opinion Questionnaire’ scales would positively 
relate to management success, and that this relationship would 
be emphasised when both scales were considered together. 

Blake and Mouton (1964) in their "Managerial Grid" model, 


developed dimensions of "concern for production" and "concern 
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for people". The study by Smith and Honour (1969), reported 
earlier, suggests that high scores on both these dimensions 

are necessary for effective’ leadership. Thomas (1973) in his 
analysis of the management of conflict also suggests that a high 
concern for the construetive use of interpersonal conflict, with 
benefits accruing to both parties is necessary for effective 
management. On the Thomas Behaviour Description Questionnaire, 
this high mutual concern is referred to as "collaboration''. One 
might therefore expect the individual's score on this scale to 
be positively related to his success. 

Personality dominance has already been alluded to as being 
negatively related to managerial success. Within the specific 
context of interpersonal relationships, Schutz's (1958) Funda- 
mental Interpersonal Relations Orientation-Behaviour instrument 
has a scale measuring the individual's need for dominance in 
relationships with others (EC). One might expect this scale 
to have a similar relationship to the success indicators as 


proposed for the "dominance" scale. 


Organizational variables 

The third set of variables in the research model were those 
associated with the subject's environment and involved such 
factors as his perceptions of the organization's Climate, ats 
degree of structure, and) the; influence of “other people on his 
work. Since one might presume that the individual expresses 


some of his own values in selecting the organization in which 
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he works, and that his values, beliefs and attitudes are reflected 
in reported perceptions, one might expect the reported perceptions 
of the individual's environment to reflect some of the intra- 
personal and behavioural variables already discussed. For 
example, One, might associate a perception of a, lack Jof trust. or 
support in the organization's climate with an individual who, 
because of his short experience with the particular organization 
or his differential role perception, has not developed trusting, 
supportive relationships. Likewise, the achievement-orientated 
individual with substantial educational experience might be 
expected to perceive his organization as being uncollaborative. 
In general, however, it may be hypothesised: 
HY POSES IS» Vi: 
that the successful manager will perceive and report 
his organizational environment in a different manner 
than will the less successful manager. 
Most of the literature reviewed relating to the influence 
of organizational or environmental variables on managerial 
success has attempted to identify specific conditions under which 
a particular leadership style or personality type would be 
effective. Where leadership style is not considered a constant 
in the expression of managerial effectiveness, one must turn to 
empirical, studies; revolving around) prescriptions for an ideal 
organizational climate. The assumption must often be made that 
the atmosphere within an organization which maximizes a parti- 
cular objective function, such as employee satisfaction or goal 


attainment, is conducive to, and associated with, managerial 


SUCCeSS. 
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Such an assumption is made, for example, by Likert (1967) 


who suggests that managers operating within a "System IV" climate 


are more -etfective: or ‘successtul. <A “System IV" climate would 
be one with participative leadership, teamwork, open communi- 
cations, group decision-making, and self-control by employees. 
Research by Vroom (1959), Fiedler (1968), O'Brien and Owens 
(1969), and Lawler and Hall (1970) has generally shown these 
characteristics to be associated with effective organizations. 

One might therefore expect to find a positive rellationship 
between managerial success and a System IV organizational 
clanavue, "as reporved usingmuikerts (1967) Scales. 

A number of authors in the human relations field, including 
Argyris (1962) and Thomas (1973), have suggested that effective 
organizations are characterised by a willingness to deal openly 
with conflict and to allow managers to take business risks. 
Research by Korten (1962), Mulder and Sterling (1963), Barley 
C1967), "9 Walton. Dutton and Cafferty (1969), and Korman (1973) 
supports this suggestion. 

Scales attempting to measure the organizational support 
for the open-handling of conflict and managerial risk-taking 
include those designed by Litwin and Stringer (1968). One might 
predict that scores on these scales would be associated in a 
positive direction with success in management. 

The degree of task structure within the organization has 
been researched by Korten (1962), Fiedler (1968), Naylor and 
Dickinson (1969), and Bryan and Locke (1970). The findings of 


these authors generally indicate that a high task structure is 
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associated with lower levels of management, and dissatisfied 
employees. These findings are replicated in the studies by 
Oaklander and Fleishman (1964) and Engel (1970) who related 
intormality of operation and the absence of bureaucratic con-— 
Ssthainis Lo employes satisfaction, and productivity. If the 
general atmosphere of a lack of task structure or bureaucracy, 
an openness in communications and an informality of relationship 
may be desadgqnated asa"flexible” organization, xt might be 
suggested that successful management is associated with a 
Weiexelloie @icwejevan “ene alone 

Within the present study, scales purporting to measure the 
degree ot “flexibility! in the organization include those by 
Likert (1967), with questions on the concentration of review 
andecontroletunctions.) Litwin and Stringer (1960 ).awathescales 
on structure and responsibility, and Friedlander (1964), with 
a "bureaucratic'! scale indicating the perceived degree of rules 
and "red tape". In addition to these scales, the author's 
questionnaire asked subjects to indicate on a 9-point scale the 
degree of structure within their Departments, their own organ- 
izational units, and those of their immediate superior. On all 
of these instruments one might expect managerial success to be 
negatively related to the perceived degree of structure or 
bureaucracy in the organization. 

Lastly, one might suggest that the effectiveness of an 
organization is defined in part by the perceptions of its leaders. 
The ordanazation's executives are responsible for the direction 


the organization takes in its operations. It is appropriate, 
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therefore, that a sense of their influence should permeate the 
organization's climate and operations. They are also the ultimate 
decision-makers with regard to organizational Satereee and 
rewards. It might therefore be anticipated that there would be 

a positive relationship between the degree to which the organi- 
Zation's executives influence the work unit and managerial 


success. A question was included on the author's questionnaire 


for thts purpose. 
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Summary 

Within the current chapter, a General Research Model was 
presented that related managerial success to certain intra- 
personal attributes (demographic variables, changeable charac- 
teristics and attributes which could only be changed with much 
difficulty), interpersonal and leadership behaviours, and organ= 
izational properties. 

The setting for the study was described, and general 
hypotheses relating to the variables in the model were developed. 

It was predicted that managerial success would be indicated 
by a number of variables including: hierarchial position, salary 
level, rate of increase of salary, rate of hierarchial advance- 
ment, financial responsibilities, and performance rating. 

Expectations were expressed regarding the relationships 
between certain demographic variables (age, educational 
experience, length of employment within the organization, recency 
of education, and length of management experience), certain 
fundamental personality dimensions (authoritarianism, dominance, 
activity and inner-directedness), certain changeable attributes 
("human relations! orientation, role differentiation and job 
Satisfaction) and the criterion variables. 

Behavioural patterns predicted as being related to managerial 
success included the Ohio State scales, "collaboration" in the 
handling of conflict, and the expressed need for control. 

A number of organizational dimensions including System IV, 
structure, conflict-openness, risk-taking and executive influence 


were also discussed in terms of their relationship to managerial 
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The variables to be examined in this study 
instruments to be used to operationally define them are 
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Table 4; List of variables to be examined in.the: study and 


the instruments by which they would be measured. 


Success indicators: = Basic Questionnaire 


LEVELSUP 
LEVELSDN 
HIERARCH 
SALARY 
MULTINCR 
PROMOTES 
BUDGET 
LOGSTAFF 
DIRSUBS 
FREQCONT 
PERFRATE 
LEVELTRG 


Demographic data: - Basic Questionnaire 


AGE 

SEX 
MARITAL 
DEPENDTS 
YRSED 
LASTFTED 
LASTED 
MOSINTRG 
TENURE 
PRESPOSN 
YRSMGMT 


Fundamental personality characteristics: 
Authoritarianism = Califonniaed scale 


Dominance = Thurstone Temperament Schedule 
(Dominance scale) 


Ret ey: - Thurstone Temperament Schedule 
(Active scale) 
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Inner-directedness - 


Changeable personal attributes: 


Person-orientation - 


Attitudes toward = 
top management 


Differential role = 
perception 


JODmsabast Ac tron = 


BYeloyshyslonieell Clagiesvereeier Sic 1 (es: 


Consider avwon = 


ITRALAS LANE ALIA) = 
Structure 


Colla bemavron = 


Interpersonal = 
dominance 


Organizational characteristic: 


System IV - 


Open handling of - 
Comm vet 


Risk-taking - 


Rasta st Lucwulre = 


Thurstone Temperament Schedule 
(Sociable scale) 


Bass' Orientation Inventory 
(Interaction scale) 


Gekoski and Swarzt's Super- 
visory Index (Human Relations 
scale) 


Dore's Lead Questionnaire 
(Employee-orientation scale) 


Gekoski and Swartz's Super- 
visory Index (Management scale) 


Dore's Lead Questionnaire 
(Differential scale) 


Supplementary questionnaire 


Fleishman's Leader Opinion 
Questionnaire (consideration 
scale) 


Fleishman's Leader Opinion 
Questionnaire (Initiating 
Structure scale) 


Thomas! Behaviour Description 
Questionnaire (collaboration 
scale) 


Shutz's FIRO-B (Expressed 
Control scale) 


Crkent "s sOncanilzanconaleGiamate 
Survey (Total) 


Litwin and Stringer's Organi- 
zational Survey (Conflict 
scale) 


Litwin and Stringer's Organi- 
zational Survey (Risk scale) 


Likert's Organizataonal Climate 
Survey (concentration of review 
and control scale) 


Litwin and Stringer's Organi- 
zational Survey (structure and 
Responsibility scale) 
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Friedlander's Climate Survey 
(Bureaucracy scale) 


Supplementary Questionnaire 


Supplementary Questionnaire 
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CHAPTER VII 


RESULTS AND FINDINGS 


Questionnaire Distribution 

As outlined ian Chapter V1, six different types of variables 
were involved in the study - demographic, fundamental personality 
characteristics, changeable personal attributes, behavioural 
Variables, organizational characteristics, and “success indicators. 
Within each of these variable groups, several dimensions were to 
be explored using different instruments for the various dimen- 
sions. 

The questionnaire distribution scheme allowed for each 
subject to receive the same questionnaire with regard to the 
demographic and success variables, and one questionnaire on each 
of the other types of variables. Subjects therefore received 
a maximum of six questionnaires. 

The various combinations of instruments available were listed 
in a graeco-roman matrix fashion so that each combination Canvecnead 
a unique arrangement of one questionnaire from each of the 
variable types. 

A total sample size of one hundred was selected on the basis 
of reasonable subsample sizes and administrative convenience. 
Subjects were numbered from 1 to 100 and randomly assigned to a 
particular combination of instruments. 

Since it was anticipated that there would be a maximum of 
four different instruments in any variable class (e.g. in the 
scales measuring organizational variables, the four instruments 


licedewere those by Likert, Litwin and Stringer, and Friedlander 
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and the supplementary questionnaire), only one quarter of the 
sample was assigned to any particular instrument. Hence the 
sample size for any instrument was a maximum of twenty-five. 
These twenty-five combinations were randomised such that only 
six subjects would have two instruments in common. 

Since only sixty-five of the hundred sets of instruments 
were returned, the subsample size was further reduced, and it 
was impossible to relate responses to scales of one class of 
variable (e.g. behavioural) with those to another ( e.g. organ- 
izational). Responses on each instrument could be compared with the 
demographic and success variables (since all subjects received the 
same basic questionnaire) but not with variables in other groups 
(e.g. behavioural variables with organizational variables). 

The small subsample size for any particular instrument also 
reduced the number of degrees of freedom in any statistical 


manipulation of the subsample scores. 


Demographic Characteristics of the sample 


The demographic characteristics of the sample are shown in 
Table 3 in terms of the means and standard deviations of the 
demographic variables and the correlations between them. 

The picture of the average subject which emerges from these 
statistics shows him to be 42 years old, with 2-3 dependents, 
having about a year's college education before leaving school 
in 1955. He had last taken some form of part-time education in 
1965, and had been exposed to management training a year ago. 

He has been in the organization for twelve years-and in his 
present position for four, and he has about eleven years of 


management or supervisory experience. 
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Nothing in this description of the average subject suggests 
him to be very different from the average manager in the 
population from which he was drawn, except in terms of his 
recency of management training - a variable of particular 
interest in the study. 

An examination of the correlations between the various 
demographic characteristics reveals that there is a group of 
variables which are highly mutually correlated with each other 
(rye at p= .05). This group includes; AGE, LASTEFTED, TASTED, 
TENURE, PRESPOSN and YRSMGMT. This grouping suggests that the 
older the manager is, the further away from educational experi- 
ence he is, the longer he has been in both the organization and 
his present position, and the more managerial experience he has. 
These relationships may be expected on the basis of common 
experience, but they are worth noting here since later in the 
study the relationships between the demographic variables and 
other types of variables will be examined. Any relationship 
between one of these demographic variable’s and another of a 
different type which proves significant (e.g. between YRSMGMT 
and SALARY) might lead one to believe that there may also be a 
significant relationship between another demographic variable, 
highly correlated with the first one (é.q. PRESPOSN with 
YRSMGMT) and the other variable (i.e. PRESPOSN with SALARY). 
High correlations between these variables suggest a degree of 
substitution in other relationships. 

In addition to the cluster of relationships mentioned 


above, the correlation table shows significant connections 
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between AGE and three others - MOSINTRG, DEPENDTS and YRSMGMT, 
and between YRSED and LASTFTED. The first of these relationship 
sets suggests that older managers were exposed to management 
training earlier than younger managers, and that people who 
become managers earlier in their lives now have more dependents. 
The second relationship set suggests that the more recent 
graduates have a higher level of education than their prede- 


Cessorse 


Success characteristics of the sample 


The means and standard deviations of the various success 
indicators used in the study, and the correlations between these 
imdicators aremshowie in Table i. 

These statistics sities the average manager in the sample to 
be around the middle of his organizational hierarchy. He earns 
about $15,000 p.a., has received one promotion in the last ten 


years and Controls a budget of about $110,000 and a staff of 


fifteen (of which four report to him directly). He is in contact 


with his Deputy Minister three or four times a year, had a "Good 
3" rating for his supervisory ability at his last performance 
appraisal, and the last management training program he attended 
was at the middle-management level. 

Again, there is nothing in the description of the average 
manager in the sample to suggest that he differs significantly 
from the average member of the population from which he was 


drawn. 


Examination of the correlations between the various success 
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indicators suggests that two clusters of the variables exist. 
The first cluster includes LEVELSUP, LEVELSDN, HIERARCH, SALARY, 
BUDGET and FREQCONT and intimates that positions high in the 
bicrarchy are well paid, control large budgets and involve 
frequent contact with the Deputy Minister. The second cluster 
includes PROMOTES, BUDGET, LOGSTAFF and DIRSUBS. The inference 
from this cluster is that above-average vertical mobility is 
associated with having a large budget and a big staff. 

The variables MULTINCR, PERFRATE and LEVELTRG appear to be 
largely independent, although MULTINCR does display some relat- 


ionship with the first cluster of success variables. 


Factor Analysis of the Success Criteria 

The success indicators were factor anal yeeden using programs 
by Nie, Bent and Dale (1970) and Precht (1974). Principal 
Component factor analysis with Varimax rotation yields factor 
loadings as shown in Table 5. Quartimax and Equimax rotations 
reveal substantially the same loadings. The four factors shown 
account for’ 67% of the variance in the success indicators 
imeluded in the study, with the first factor accountings for 
over half that variance. 

Looking at the loadings of the success indicators on the 
four factors, shows that the first factor is heavily weighed in 
terms of HIERARCH, LEVELSUP (negatively), LEVELSDN, FREQCONT, 
SALARY and BUDGET - in other words, the first cluster of success 
indicators identified from the correlation matrix. Since all 
these variables relate to the level of the manager's position, 


the factor has been named "POSITION SUCCESS". A high score on 


we | 

a peice Wy 
étnixe s al ing th, 8 ud Yo: w waa ta i ena! a 
jaie ,WonARI iW tvs nian as eno if 
) Ry ae itdad rh vaipe eh ic lata 
Kiana b iiaae epval (049 thet yh - 


» 


! me ott “em Je baile 


, } < nie « dian: TMuF400; _~THETHA inc coh 


ne: 
’ a al i Oe . ve fi i" Mii ‘mo ail at aes vein whieh Moe 
: ie 7 
Vy ae) uid, @ i wp olen \atie! t aap ak 


= we i 


(yee } m4 ‘ 7 i! J Sie laiel +H o a - 
a 


o 


a a 


; v4 : _ a “— 
; bie Md Ly. eat dao) fnebaogebad ak d 
| ea oY 7 aot 
~ ‘3 - hace a 
nve 
~~) yet io 4 sites i: ss" i 


~—=— ° ad = io 


isan ; 7) Tt add 


} 
h ( ' ' ” 4 y j 
i / “a ‘ 
a i 
Dy 
j a) | bj 1 i 
* 
4 0a ' 4 4 + 
a4 
% @ ay ‘ vey ¥ i - x 


ps $31. vpwihied oe 
; J : iv, | 
i. sale makes! wid 


; Yi a az — 
c> (vs S4ARTAI" ate hae Te Agad 
- P — Ss 


AAo Iker '5)5 


Factor loadings of success indicators. 

Sa fan] om) — 

N = 65 u ie ie ie 

(@ e) ie) (e) 

» 7) » ~ 

oO 6) oO 3) 

(0) (on) (0) (an) 

fy fy fy fy, 
LEVELSUP = 204 Ae Oval Sirens) 
LEVELSDN . 80 may ee O77 Eke 
HIERARCH 516) 5} 02) Od AOS 
SALARY ie 203 ~30 202 
MULTINCR ate OF =o Saavik TO 
PROMOTES ete 229 229 al 
BUDGET Sw ay 229 sails! 
LOGSTAFF ap NS ae 7a eho -OO 
DIRSUBS =206 - 80 TOL -08 
FREQCONT 79 =O! SAS =O} 
PERFRATE = 08 cis} BuO S200 
LEVELTRG 78 =O ote6 eet 


129 


| 


; 


SS 4 et SS LL eee ae ——> a <a 


‘ 
4 


keene .@ 
4q 


Gs 4 
‘Oy 


mii, 


6t. 


7 
Ps. 


“ 
| 
J 


) 


| 


| 


i 
° 
4 


Gd « 
@¢.- 


rye : 
weer | 
Soneivid) 


this factor would indicate an individual who occupied a high- 
level position within the organization. 

The second factor is loaded heaviest with those indicators 
identified as the second cluster from the correlation matrix, 
with the addition of LEVELTRG. The two variables LOGSTAFF and 
DIRSUBS relate to the number of subordinates the manager super- 
Vises, directly or indirectly. LEVELTRG is weighed negatively 
on Factor 2, and therefore implies lower forms of management 
training as being more associated with this factor. Since the 
lower levels of management training deal with supervisory 
skills rather than managerial concepts, this factor may be 
identified as "SUPERVISORY SUCCESS". One would expect individuals 
scoring high on this factor to be involved in the direct super- 
vision of a large number of people. 

PERFRATE, LEVELTRG and SALARY are the major components of 
the third factor. All these indicators reflect various Personnel 
programs within the organization - performance appraisal, manage- 
ment development and salary administration. The factor is there- 
fore labelled "PERSONNEL SUCCESS". Individuals scoring high on 
this factor could be said to have gained the recognition of the 
organization's Personnel system. 

The only two major loadings on the last factor are MULTINCR 
and PROMOTES, both of which indicate the individual's rate of 
advancement = one in terms of salary, the other in terms of 
position. The factor may thus be classified as "GROWTH SUCCESS" 
to indicate the speed with which the individual advances within 


the organization. A person with a high score on this factor 
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could be said to be advancing rapidly. 

These four factors may be interpreted as suggesting that 
"managerial success", as measured by the various criteria used 
in this study and based upon the literature, is not a Single 
and uniform concept. The phrase may refer to success in 
position, in the number of staff supervised, in terms of 
recognition by the organization's Personnel system, or in terms 
of the rate of advancement within the organization. Studies, 
such as many of those reviewed earlier, which take a single 
criterion of success (e.g. salary or position) and examine the 
-relationships between that criterion and other variables are 
investigating only part of the meaning of success. Managerial 
success, as it is being defined in this study consists of 
occupying a high-level position, controlling a large staff, being 
recognised by the organizational Personnel system, and advancing 
rapidly within the organization. All four components are needed 
for the successful manager. 

Hypothesis I suggested that relationships existed between 
managerial success and a number of intra-personal, behavioural 
and organizational variables, as measured by a series of 
instruments. Since "suecess"” has now been defined in terms of 
four factors, one might expect that the rene factors would be 
predicted in different ways by the different instruments. To 
test the hypothesis, it therefore becomes necessary to examine 
the relationships between the independent variables and the four 
success factors. In order to make this study comparable to those 


reviewed in the literature, relationships between the variables 
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and the various success indicators will also be examined. 


Relationships between managerial success and the demographic 


variables 

The second hypothesis suggested that a number of non- 
changeable, or demographic, characteristics would affect the. 
degree of managerial success an individual achieves. In part- 
icular, it was expected that age, educational level, length of 
employment within the organization, recency of educational and 
training exposures, and the length of management experience 
would all be positively related to managerial success. Table 
6 shows the correlations between the various demographic 
characteristics in the study and the success variables. 

All the significant correlations between the demographic 
variables and the success criteria are in the anticipated 
direction, with the exception of some of the educational and 
training variables. It may be remembered that there were a 
number of other demographic variables, such as AGE, TENURE, 


PRESPOSN and YRSMGMT to which the educational and training 


variables were correlated. When the effect of these latter vari- 


ables was partialled out of the relationships between LASTFTED, 


LASTED and MOSINTRG and the success variables, significant positive 


relationships were indicated. Thus, the general expectations with 


regard to the demographic variables were confirmed. 


Step-wise multiple Ae ene Ones. was used to search for 


felationships (Significant at the .05 level) between the various 


success indicators and factors and the demographic variables 


under study. Regression equations are listed in Appendix B-1, 
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and are represented diagramatically in Figure 3. 

In each case, the percentage of the variance of the success 
variable accounted for by the demographic variables is shown in 
parenthesis before the name of the variable. The demographic 
variables which show up as significant in the regression are 
indicated to the left of the success variable, with their 
regression weights shown in parenthesis after them. Thus, for 
example, 16% of the variance in LEVELSUP can be accounted for 
by the variance in YRSED and YRSMGMT. The variables contribute 
about equally to the variance in LEVELSUP, and the direction of 
the relationship is negative (i.e. the greater the individual's 
YRSED and YRSMGMT, the less his LEVELSUP). 

These regressions show that some of the variance in each 
of the success indicators and factors (with the exceptions of 
LEVELSDN, MULTINCR and GROWTH SUCCESS) could be accounted for 
by one or more of the demographic variables. The only demographic 
variable which was not used to account for any of the variances 
was LASTED. 

The amount of the variance accounted for by the demographic 
variables alone ranged fromO (for LEVELSDN, MULTINCR and GROWTH 
SUCCESS) to 53% (for SALARY). 

Although the mean of the amounts of variance in the success 
variables accounted for by the demographic variables is not a 
highly creditable statistic, it may be worthy of note (for 
comparison purposes) that, on average, the demographic variables 


accounted for 18.6% of the variance in the success variables. 
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Figure 3. Regression of the success variables on the demographic 
variables. 
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Relationships between managerial success and the fundamental 
personality characteristics. 


Hypothesis III suggested that certain fundamental personality 
characteristics, as measured on a series of standard instruments, 
would effect the degree of managerial success achieved by an 
individual. Particular personality characteristics referred to 
included authoritarianism, dominance, activity and inner-direct- 
edness. It was anticipated that authoritarianism and dominance 
would be negatively related to success, while activity and inner- 
directedness would have positive relationships to the success 
criteria. Means and standard deviations of the scales measuring 
these personality variables, and the correlations between scores 
on the personality scales and the demographic and success 
variables are shown in Table 7.. 

It will be noted from the correlation table that a number 
of significant correlations exist between the personality 
variables and the demographic variables. Regression of the 
personality variables on the demographic variables confirms a 
number of these relationships, as shown in Appendix B-2 and 
Peeauiie: le , 

Authoritarianism, as indicated by the score on the 
California F scale, had a very small but significant proportion 
of itS Variance accounted for by the recency of management 
cite inieera Gs 

Over half the variance in DOMINANCE and SOCIABLE scores 
could be explained by the length of time since the individual 


had been exposed to management training and the length of time 
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eristics and the various demographic and success variables 
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Figure 4. Regression of the fundamental personality variables on 
the demographic variables. 
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he had been in his present position. It appears that the further 
the individual is away from training and the shorter time he has 
been in his present job, the more dominant and sociable he is 
(both characteristics being expected to relate negatively to 
success) « 

Likewise, recency of education can be used to explain a 
good portion of the variance in impulsiveness, while over half 
thesvaniance in activity Can be accounted for by the: darevoletne 
individual's last full-time education. 

When the various success variables were regressed on the 
fundamental personality characteristics, results were as shown 
in Appendix B-3 and Figure 5, 

Regression of the success variables on CAL.F, ACTIVE, 
SOCIABLE and INTER-ORI scales revealed no significant relation- 
ships. DOMINANCE, however, was negatively related to LEVELSDN, 
HIERARCH, FREQCONT and POSITION SUCCESS, accounting for about 
half the variance in each case. These relationships are notable 
for two reasons - first, they are as anticipated earlier, and 
second, that the two demographic variables accounting for over 
half the variance in DOMINANCE (namely, MOSINTRG and PRESPOSN) 
were not involved in the earlier regressions of these success 
variables on the demographic variables. It might thus be 
confirmed that the more dominant the individual the less success- 
ful he iS). 

Inclusion of the demographic variables into the regressions 
of success on the fundamental personality characteristics gave 


a number of significant relationships as shown in Appendix B-4& 
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Figure 5. Regression of the success variables on the fundamental 
personality characteristics. 
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and Figure 6. The regressions of the fundamental personality 
characteristics on the demographic variables have been included 

in Figure 5 to show the way in which certain demographic variables 
have a multiple effect on the prediction of the success variables. 

It can be seen from these regressions that between 82% and 
91% of the variance of LEVELSDN, BUDGET and FREQCONT can be 
accounted for by a combination of DOMINANCE and the demographic 
variables. In each case DOMINANCE is negatively associated with 
the success criterion, as predicted. It should be noted that 
the PRESPOSN contribution to the variance of LEVELSDN, and the 
LASTED contribution to the variance of BUDGET are reinforced by 
their contributions to DOMINANCE. In the case of FREQCONT, 
however, the LASTED contribution to the variance is depreciated 
by its contribution to DOMINANCE. 

In all three cases, the dominant individual is less 
successful. In terms of LEVELSDN, the younger person with more 
experience in his present job and a less dominant personality 
has more hierarchial levels beneath him. The less dominant 
person who has been out of training for some time, but has been 
recently exposed to education is likely to have a large budget. 
Thirdly, the less dominant individual with considerable manage- 
ment experience and recent educational exposure is likely to 
have more contact with his Deputy Minister. 

The INTER-ORI measure of outer-directedness is negatively 
related to two success criteria. The more inner-directed the 
individual and the more dependents he has, the higher his salary. 


Likewise, the inner-directed person with more dependents and less 
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Figure 6. Regression of the success variables on the fundamental 
personality characteristics and the demographic 
variables. 
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education is likely to have a large staff. Thus inner-directed- 
ness is positively associated with managerial success. 

A number of other significant relationships between funda- 
mental personality characteristics and success were discovered, 
but not predicted. LASTED was found to relate (with IMPULSIVE) 
to PERFRATE, although the proportion of the variance in PERFRATE 
it accounted for was somewhat discounted by its relationship to 
IMPULSIVE. TASK-ORI was found to be negatively related to both 
FREQCONT and LEVELSDN. In the first case, the individual with 
more education and management experience, more recent education 
and new in his position, if not task-orientated, had frequent 
contact with his Deputy Minister. In the second case, the 
individual with more managerial experience and less task- 
orientation had more hierarchial levels beneath him in the 
organization. 

On the whole, while the fundamental personality character- 
istics by themselves explained an average of 12% of the variance 
in the success variables, in combination with the demographic 
variables, they raised the average amount of variance in the 
success variables which could be accounted for from 18.6% to 
BO, O% = ahwinerease of 20c4%. “In other words, anovner frithyost 
the variance success variables could be accounted for when the 
fundamental personality characteristics of the subjects were 
taken into account in conjunction with the demographic variables. 


Hypothesis III must therefore be accepted. 
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Relationships between managerial success and the changeable 
personal characteristics 


Hypothesis IV focused on changeable characteristics of the 
individual and their relationship to managerial success. Parti- 
cular expectations were expressed with regard to Gekoski and 
Schwartz's scales on Human Relations and Top-Management Orient- 
ations, Doré's scales on Employee-orientation and Differentiation, 
and the supplementary questionnaire scale on job satisfaction. 

It was proposed that all these scales would be positively related 
to managerial success. Table 8 shows the means and standard 
deviations of these scales and correlations between them and the 
demographic and success variables. 

The correlation table shows significant correlations between 
HR and TENURE, and between SATIS and PRESPOSN (negatively). When 
the changeable personal characteristics are regressed on the 
demographic variables, these relationships are confirmed, as 
shown in Appendix B-5 and Figure 7. 

The regressions show that the more management experience 
the snadividual has, the more !"human relations! orlentatvon wine 
has. Also, the older the individual and the less time he has 
been in his present position, the more satisfied he reports him- 
Sselt tto be wath his job. 

Regressing the success variables on the changeable personal 
characteristics yields the regression equations of Appendix B=6, 
represented in Figure 8. 

Some proportion of MULTINCR, DIRSUBS, GROWTH SUCCESS and 


PERFRATE may be accounted for by the changeable personal charac- 


‘ . 4i 


di a 


Sear i) Wat Den 
4 sae | | 


7 " t ' ~ 2 . 
_ 7 


j 


mon & Ae! oe 
«hive? <n eae, seared i is om kien 
7 ae i. a . 
oo ended 8 PS CE Aonpergas eran dng | 
~ir@l ap 1 aE im iia radon . 
Yanan 
is eet eee eee i im 


2 


> ee 
Paresty . a0 eet Ses chnassiaing) oben: ay 


“janine (dete 8OS9 SS DIOR GOieae \guad?s ads 


Wank: = 9 Gem penthy 4) pit) 4 deded (eee 
eo jis eed?) weale 48 Javed dies > GAS 981 4eo os net a va, 


vi 
_ 
oe 

» 


a P 
. or gre 
7 . > a! 


_ 


ie 

; ae 

weiad emp ljalen igs use sents eres jini adeno nae an 

ml ii =Wi VodnaA) ne ears eae (ADA veaee Poul (One Baki ch i 
7 


: bas Ab Rey 94 4am tia oe 


we » BI 1H9G 8 16 O24G6 ) oi 8 6 VeN0e 18g 
9 a oe ee A ah italvar «7 
? dives? tim ©-O GleRegea wa 
1 ycd Saeed Gide hella Ne ie hel Gl) vente ‘enna bat I 


ov Go é* PARR Weert seta: alan et tt? oe dei eeae 


ae «~=)) pig -64* ui? Att Saeed 7545) : os - vers setae . a 


St Kish we, GO pitesies Ap®@® QO) s— Viner Jeapoug abe ar 
Ou otal Wee ee 
Pua ead oe ens Giij setae BEV SAIND: AS > whe 
Gof 69 Drea rv Sei btamhe Witt wpras » wd’ ohh wis ais 
a8 ovrp st af 

(Ga BLS O10 ACS Pwiiw os 


<snve) Ruiien Gre ies APN ada 
rove : 


Tables 3. 


DEMOGRAPHIC VARIABLES 


BUCCESS INDICATORS 


AGE 
DEPENDTS 
YRSED 
LASFTED 
LASTED 
MOSINTRG 
TENURE 
PRESPOSN 
YRSMGMT 


LEVELSUP 
LEVELSDN 
HIERARCH 
SALARY 
MULTINCR 
PROMOTES 
BUDGET 
LOGSTAFF 
DIRSUBS 
FREQCONT 
PERFRATE 
LEVELTRG 


BUCCESS FACTORS 
1. POSITION 
2. SUPERVISORY 
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DIFFERENTIATION 


Correlations between the changeable personal charact- 
eristics and the various demographic and success variables 


JOB SATISFACTION 
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Figure 7. Regression of the changeable personal characteristics 
on the demographic variables. 
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teristics. However, the average amount of variance accounted 
for by these characteristics 1s only 6%, and in the case. of 
DIRSUBS the relationship is in the. direction opposed to that 
predicted. 

When the changeable personal characteristics are combined 
with the demographic variables for regression of the success 
variables, the regression equations of Appendix B-7, represented 
in Figure 9, are produced. Older managers with a high 
employee-orientation have high salaries. A greater time since 
training and a "human relations! orientation indicates some 
position success. 

No significant relationships were produced at the .05 level 
of significance between the Differentiation scale or the job 
satisfaction scale and the success criteria. 

The mean increase in the amount of variance predicted by 
the inclusion of the changeable personal characteristics into 
the regression of the success variables on the demographic 
variables is only 1.6%. Thus, on the whole, it must be acknow- 
ledged that while hypothesis IV must be accepted because change- 
able personal characteristics are significantly related to 
success, the amount these variables contribute to the variance 


in managerial success is negligible. 


Relationships between managerial success and the behavioural 


variables 
The general hypothesis with respect to the behavioural 


variables is that managerial success would be associated with 
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Figure 9. Regression of the success variables. on the changeable 
personal attributes and the demographic variables. 
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certain behavioural patterns, identifyable by a series of 
instruments. The particular instrumental behaviours referred 

to included "Consideration", “Initiating Structure", "Collabor- 
ation" and "Expressed control''. Means and standard deviations 

of the scores on these scales together with the correlations 
between the scale scores and the demographic and success criteria 
are recorded in Table 9. 

A number of significant correlations between ihe behavioural 
scales and the demographic variables are indicated in the 
correlation table. These relationships were confirmed by the 
regression of the behavioural variables on the demographic 
variables, as shown in Figure 10 and Appendix B-8. 

These regressions indicate that the more "Considerate!! 
individuals have more dependents; that the longer ago the 
individual was exposed to training, the more he initiates structure; 
that the more recent his last full-time education, the less 
collaborative his conflict-handling style is likely to be; 
that the more recent his education and the longer he has been 
in his present position, the more likely he is to express the 
need to be controlled; and that the more management experience he 
has, the less affection he shows in his interpersonal relation- 
ships. 

It was expected that "Consideration", "Initiating Structure", 
and "Collaboration" would be positively associated with manager- 
ial success, while "Expressed Control" would be negatively 
related to the criteria. Appendix B-9 and Figure 11 show the 


regressions of the success variables on the behavioural scales. 
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DEMOGRAPHIC VARIABLES 

AGE 

DEPENDTS 
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SUCCESS INDICATORS 
LEVELSUP 
LEVELSDN 
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MULTINCR 
PROMOTES 
BUDGET 
LOGSTAFF 
DIRSUBS 
FREQCONT 
PERFRATE 
LEVELTRG 


SUCCESS FACTORS 
1d.) POSITION 
2. SUPERVISORY 
3. PERSONNEL 
4. GROWTH 


SAMPLE STATISTICS 
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Correlations between the behavioural scales and the 
Various demographic and success, variables. 
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Figure 10. Regression of the behavioural variables on the demo- 
Graphic variables. 
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Figure 11. Regression of the success variables on the behavioural 
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"Consideration" was not shown to be significantly related 
to any of the success variables. 

"Initiating Structure" was positively related to PERFRATE, 
but negatively related to both LEVELSUP and POSITION SUCCESS. 
While the first of these negative relationships supports the 
success hypothesis, the second does not. The Leadership Opinion 
Questionnaire scales therefore do not consistently support the 
expected relationship. 

"Collaboration" is positively associated with PERFRATE, 
which supports the expectations about it. 

However, EC is positively related to both SALARY and BUDGET, 
which is contrary to the expectation of the direction of its 
relationships. 

Additional scales on the behavioural instruments showing 
Significant relationships to the success variables were: COMPET, 
(competitive), being negatively related to LEVELSUP; SELF (sélf- 
orientated) being positively associated with MULTINCR but negatively 
with PROMOTES, when combined with OTHER; EA (expressed need for 
affection) having a slight positive relationship to both LEVELDSN 
and POSITION SUCCESS; and WA (need for others to want affection) 
being negatively related to PERFRATE. 

The mean amount of the success variance accounted for by 
the behavioural variables was 20.4%. Hypothesis V may therefore 
be accepted, even though not all relationships were in the 
anticipaced directions. 

When the demographic variables are added to the regression of the 


success variables on the behavioural variables, a number of significant 
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relationships emerge, as shown in Appendix B-10 and Figure 11. 

It can be seen from these regressions that: individuals with 
a long length of servicé with the organization and va high iS 
score also have high performance ratings; managers in frequent 
contact with the Deputy Minister have few dependents and are not 
collaborative in their conflict-handling styles; high hierarchial 
position is associated with tenure within the organization and 
a conflict management style which combines competition with a 
low self-orientation; individuals with more eduation and with 
recent management training practising an avoidance conflict 
handling behaviour, are associated with higher levels of training; 
individuals with more education and experience in their present 
positions are associated with high salaries; recent training, 
long tenure in the organization but a short period in the present 
position, and a self-orientated conflict style ee associated 
with rapid advancement in the organization; older managers with 
high needs for control are paid higher salaries. 

The net effect of introducing the behavioural variables into 
the regression of the success variables on the demographic 
characteristics is to account for an average of 37.7% of the 
Variance in the success variables. This represents an increase 
of 19.1% on the amount of variance accounted for by the demo- 


graphic variables alone. Again, hypothesis V may be accepted. 


Relationships between managerial success and the organizational 


variables 


Hypothesis VI stated that "'the successful manager will 


oA tampah Na on eT a 
11h wialeaweeel ia 4 eragan ead: : 

antigts @. Sees aA ee Ai te 

impeeors of Oona debate vss a ll 

\s bee <aee eee eek nae see ba gaia ies : 

(iterated (> FOG peahetvibachs trae 7 retay rh “ 

ina e wae butte seme? Gat eer a 

r +S? @ani@bns ani te 2) 1o; Oemeighne 

up oe lteihe bile Odle eizetheiodqi Vaddsarapernee 


a 


oval 


ate 


SA ives (ON Ce OIE 2 Fae G gaiaieus Tie) ¢n0e 
_ 
pets < bo OOO) APO IM, ale DOTS (anys ma ,»w ie Vat owe hi 


4 Rp eS 
“Ti “z @e@wrstipay reeds HH aces iw Laan eed & 
= >> y 


ie tee lias 740 hoi omeee o7e ane 
iam on? @&t) wmideal 


ars So wae ~e ot : slant 9 ass), WS Be 
wa Tee. eitis Ce eo oi] i -@6 iogig 06 ‘81608 a 


84141484 (mat U ; ¢ ‘ (IE. Go “err ' 
+f 
she tA mig sae o us ti etid . fee ae 


itigniAyueni) '@ jil~p > aa an | ee push aapagey 


iy Poe Je chetae ont tp ee al 
. ;a5 
7 » i ’ oe ig eye aeah 
cS ee eee a ida eels ) 
aft % 9 6 baal Cmels 7 et ea © oe cs ig) ieee wks 1 


- _ 


« 100) om ifleting » 


Figure 12. Regression of the success variables on the behavioural 
scales and the demographic variables. 
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perceive and report his organization environment in a different 
manner to the way in which his less-successful counterpart will". 

A number of specific scales were proposed as measuring the 

Ssubgece's pereeption of his organizational environment, including 
those by Likert, Litwin and Stringer and Friedlander and some of 
those on the supplementary questionnaire. Means and standard 
deviations of the scores on the relevant scales of these instruments, 
and the correlations between scale scores and the various demographic 
and 'sUccess Criteria are shown in Table* 10. 

A number of significant correlations between the demographic 
variables and the organizational scales are shown in the table. 
Regression of the organizational scales on the demographic 
variables confirms many of these relationships, as shown in 
Hagune 13 and Appendix B=d1 

It may be seen from these regressions thet there is a slight 
but significant relationship between recency of educational 
experience and the perception of high organizational standards. 
Managers with more dependents who have been in their present 
DOSitions only a short, time tend to identity with the organization. 
The more recent the exposure to management training, the greater 
the perception of structure within the organization. The more 
education the individual has, the less collaborative he perceives 
his organization to be, and the more he teels he has control over 
his own work. The younger the manager, the more he perceives 
his department and the organization headed by his superior to be 
flexible. The more recently he leiv school, the more he perceives 


his own organizational unit to be flexible. The more managerial 
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Figure 13. Regression of the organizational variables on the 
demographic variables 
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experience he has, the more he perceives staff specialists to 
influence the work of his unit. 

When the success variables were regressed on Te organiza- 
tional scales, the equations of Appendix B-12 and Figure 14 
were produced, 

A perception of openness in the Penaiens of cont ict, is 
associated with individuals who have received above-normal 
Salary increments, are in more frequent contact with their 
Deputy Minister, and have been exposed to lower levels of train- 
ing. A report of organizational support for risk-taking is 
associated with higher positions. The more bureaucratic the 
perceived organizational climate, the less recognition in terms 
of Personnel success, and the lower the level of management 
training attended. The more flexible the immediate superiors 
organization is perceived to be, the less staff involved, and 
the more the Minister's influence is recognised. The more 
flexible the individual"s organization, and the more the units 
work is influenced by the individual himself and specialists 
rather than others, and the more appropriate the authority he 
perceives himself to have, the further up the organization he 
is. The greater the Minister's influence over the work group 
is perceived, the more promotions the individual has recesaved, 
the more subordinates he controls, the higher his performance 
rating, and the greater his SUPERVISORY and PERSONNEL success. 
The more the individual perceives the influence over his work- 
group to be his own and that of specialists, the higher his 


salary and the level of training programs he attends. 
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Figure 14. Regression of the success variables on the organ- 
izational scales 
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All the directions of the relationships involving. the 
particular variables under study are in the directions antici- 
pated. In fact, the mean percentage of the variance in the 
success variables which could be accounted for by the organi- 
zational variables alone is 40.2%, - more than twice that 
accounted for by the demographic variables. 

Introducing the demographic variables into the regression 
of the success variables on the organizational variables 
produces the regression equations of Appendix B-13 and the 
relationships shown in Figure 15, 

A number of significant relationships are evidenced by the 
regressions. Half the variance in LEVELTRG can be accounted 
for in terms of the length of time the individual has been in 
his present position and the degree to which he sees his organ- 
ization as conforming to System IV. Managers who have been in 
their current jobs for some time and perceive their organiza- 
tional climates as most unlike System IV, take higher levels of 
bie ais fala iaKe) 

Ninety-four percent of the variance in LEVELSUP can be 
accounted for in terms of the recency of the individual's full- 
time education, and his perceptions of the organization's 
structure, reward system, and support for risk-taking. The more 
recent the individual's education, the greater emphasis he sees 
the organization placing on structure, rewards and "playing it 
safe", and the greater the distance between himself and the top 


of the organization. 


Less than one percent of the variance in PERFRATE cannot 
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Figure 15. 


Regression of the’ success®indicators on the 


organizational and demographic variables. 
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be accounted for by a combination of AGE, DEPENDTS, RESPONSIBI- 
LITY; SUPPORT, STANDARDS. and CONFLICT. Older individuals with 
more dependents, who see their organizations as stressing 
performance standards and openness in handling conflict, but 
without emphasis on responsibility and managerial support are 
very likely to have high performance ratings. 

Again, over ninety percent of the variance in LEVELTRG may 
be accounted for by a combination of the demographic variables 
and the degree to which the individual identifies with his 
organization. Individuals who have little management experience 
have been in their present positions for some time, attended a 
training program some time ago, and who identify strongly with 
the organization, are likely to attend higher-level training 
programs. 

Individuals who attended training a long time ago and who 
perceive their own organizations as being flexible are likely 
to have a high degree of POSITION SUCCESS. 

A combination of demographic variables and scales on the 
supplementary questionnaire accounts for over 98% of the vari- 
ance in LEVELSDN. The general relationship between the organi- 
Zational variables and LEVELSDN discussed earlier is increased 
when allowance is made for the length of educational and manag- 
erial experience and the length of time since training, with 
these demographic variables all contributing positively to the 
regression. 

In a similar manner, individuals with more managerial 


experience and who perceive the influence of their Minister and 
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their subordinates over their work group to be high, are 
associated with large staff. 

Lastly, the more educated the individual and the more he 
perceives that his Departmental Minister influences his work 
Group; the) higher will be his performance rating. 

The mean contribution to the variance of the success 
variables when demographic and organizational variables are 
considered is 57.60% = an increase of 39% on the contribution of 
the demographic variables alone, and 17.4% on the contribution 
of the organizational variables alone. Thus, hypothesis VI 
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Summary 

This chapter examined the relationships between the success 
criteria used in this study and the various sets of demographic 
variables, fundamental personality characteristics, changeable 
personal attributes, behavioural variables, and organizational 
variables hypothesised to relate to them. 

Four factors were identified which accounted for 67.1% of 
the variance in the success indicators used in this study. These 
factors and their component indicators were regressed on the 
demographic variables and the scales used to measure the various 
other variables. The regression relationships referring to each 
of the success indicators and factors are summarised in Figures 
INGE Reto Sydnee 

ime tirst, factor (POSITION SUCCESS") was heavaly, loaded 
in terms of the variables LEVELSUP, LEVELSDN, HIERARCH, SALARY, 
BUDGET and FREQCONT. 

LEVELSUP was negatively weighed on the factor, implying 
that the greater the number of hierarchial levels between the 
individual and his Deputy Minister, the less the individual's 
position success. The regression equation which accounted for 
the greatest amount of the variance in LEVELSUP suggested that 
individuals who had been out of college for some time and who 
worked within an environment which was flexible and encouraged 
risk-taking were more successful. 

The biggest amount of variance in LEVELSDN could best be 
explained by a regression equation which implied that individuals 


with more educational and managerial experience who worked ina 
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Figure 16. Regressions relating to LEVELSUP 
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Figure 17. Regressions relating to LEVELSDN 
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Figure 18. Regressions relating to HIERARCH 
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Figure’ 19. Regressions relating to SALARY 


——— 


(See DEPENDTS ( .20) 
YRSED (2.39) ; 
PRESPOSN ——<——————— SALARY 
YRSMGMT (.23) 


(26) DEPENDTS 7) he 
= ee SALARY 


INTER SOR fe (se ) 


(37> “AGE See) 
UPAR eee 66%) SALARY 
E (.50) 


(49) LASTFTED Cog ese 


(61%) EC  (.68)————— (47%) SALARY 
PRESPOSN Chane 


(61) YRSED (CSD) 
PRESPOSN ( a 2 67%) SALARY 
SELF (44) 
(63) ) AGE (256) 
LASTFTED (-71)—s/ 6 44) EC (.84) 75%) SALARY 


PRESPOSN (..50)-aa > 


G70) COOP C2 ————————— re re Y 
(89) YRSED (.56)——( 32%) SELFINF (.48) / 
YRSMGMT (.54)———(29%) SPECIALINF (7) 58M) Se 


? 
i _ 
nt 


>] 2 
— e a @ ‘sea 


i: o a a 


Pigure 20. Regressions relating to MULTINCR. 
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Figure £1. Regressions relating to PROMOTES. 
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Figure 22, Regressions relating to BUDGET. 
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Figure 23. Regressions relating to LOGSTAFF. 
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Figure 24. Regressions MSIL AA a aye) ee) JOURS UIBS 
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Riguretesp>. Regression relating: to PREQCONT. 
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Figure 26. Regressions relating to PERFRATE. 


( 9) PRESPOSN (. 35) ——————________________» ( 13%) PERFRATE 
eee 


(28) LASTED Af) ena cs NINE ET 
s (.65)—(43%) IMPULSIVE (.11)-——> °20%) PERFRATE 


a ee 


(36) M (-.29)———»(8%) PERFRATE 
ee ee ee eee 
(46) MOSINTRG (.65)—»(46%) IS (.71)——»(50%) PERFRATE 
(48) LASTFTED (-.53)—»(28%) COLLAB (.56)———»> (31%) PERFRATE 
(56) WA (-.47)——>(22%) PERFRATE 


ep 


(57) TENURE (.49) ; 
MOSINTRG (.65)— (46%) IS (.61) (73%) PERFRATE 


(86) EXECINF (.63)——r(40%) PERFRATE 


(93) AGE (soa) 
DEPENDTS ¥ (310) 
RESPONSIBILITY(-.71)—_} 


SUPPORT (re eres SO EYE 
LASTED (-.08)—»(.07%) STANDARDS (. 16) TE DeRFRATE 


CONFLICT Ca) 


(98) YRSED (ae ee ee ee 
EXECINF  (.84)-——> 607%) PERFRATE 


180 


STARNUSA (ALT 


—— or 


TTAN@ASS (wad) 


Se 


avinnaws (sb jacee tele) m | 


ee —— 


a ~~ _ ie 
WTAE CORY Mnnteoel Ea) St ipou lanes my ‘oan ae 7 ae 
- an z — is “ 


ee 
, 
Tees ee Adios ~ivSu ete. = M 
——— ————— Se a ey ——— - 
’ : = 
MARES [4 ye—( TP be? had 


ae en eA LE 2 
(rds) r Wet Ve THOS peewee « } 


+ 


he Fecal om 


be A TT Th 


TAVHAIH, (XO Jee—TEO,)- Unto? 


Ee 


. — atest fry f 
, ? net OF oe TTF BAGG TAN Fee ani 


Ley 04 lao (el) Oe a a) 
ree 01: “ iMAC AR Te Ue, or ‘< 7 ile Pr 6 
rra.ngna" on 7 - 
Yte? TIL VEC? 
— Pe a ee ee 
te 


Tania ‘OI e:) ast eae 5 . 


i 
— er ant at fp ee AI ooneneitensitemestineneeinetnenennemenmanents Goel Ried 


Pigures27. Regressions relating to LEVELTRG. 
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Figure 28. Regressions Bela tend vom O SiN LON = SUCER Sst. 
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Figure 29. Regressions relating to SUPERVISORY SUCCESS. 
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Figure 30. Regressions relating to PERSONNEL SUCCESS. 
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FPuqune D1. Regressions relating to GROWTH SUCCESS. 
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flexible organization, without outside influence, had more 
hierarchial levels beneath them. 

The variance in the variable HIERARCH could best be accounted 
for by the relationship that individual's who had been in the 
organization for some time and who displayed a conflict-handling 
style which was competitive without being totally selfish were 
PECEHer Up the “Organi zata orn. 

SALARY proved to be one of the more difficult variables to 
‘predict. AGE, DEPENDTS, YRSED, PRESPOSN and YRSMGMT all formed 
relationships to SALARY (sometimes including the scales of 
various instruments in the relationship), accounting for about 
two-thirds of its variance. 

The relationship which best accounted for the amount of 
budget an individual controlled took into consideration the 
length of time the individual had been away from educational 
influences and his score on the DOMINANCE scale. It seemed that 
the less dominant the individual was, and the further away from 
education he was, the greater the size of budget he was likely 
WOmC Ollie Onls 

FREQCONT reflected the frequency of the individual's 
dealings with his Deputy Minister. Two regression relationships 
proved signiticant ‘at the .05 Vevelw Firstly, andividuals wit 
were well qualified in terms of education and experience, but 
who had been in their jobs only a short time and were not task- 
orientated had frequent dealings with their Deputy Minister. 
Secondly, individuals who were less dominant, who had considerable 


management experience and recent educational exposure also had 
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frequent contact with their Chief Executive Officer. 

All the above variables loaded the factor "POSITION SUCCESS", 
but when this factor was regressed on the demographic and inter- 
mediate variables, the amount of variance in POSITION SUCCESS 
which could be accounted for was only about 60%. The general 
trend which emerged from the regressions was a negative associ- 
ation between POSITION SUCCESS and such characteristics as 
DOMINANCE and INITIATING STRUCTURE. Organizational flexibility, 
individual qualifications and the length of time since the 
individual was exposed to management training also appeared to 
enhance the probability of success in terms of hierarchial 
position. 

The second success factor was weighed most with the variables 
LOGSTAFF, DIRSUBS and (negatively) LEVELTRG, and was identified 
as? USUPERVISORY SUCCESS! . 

The regression equation which explained the largest amount 
of the variance in LOGSTAFF implied that individuals with less 
education and more dependents, who were inner-directed by dis- 
position were associated with a large staff. 

About a third of the variance in DIRSUBS could be accounted 
for by EXECINF. The regression implied that managers who 
perceived the Minister of their Department to have considerable 
influence over their work unit had a large number of direct 
subordinates. 

The regressions on LEVELTRG suggest that people attending 
higher-level training programs had been in mais current 


positions longer, and had little management experience but 
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strongly identified with the organization. The longer ago the 
management training was, the higher its level. 

About half the variance in the factor SUPERVISORY SUCCESS 
could be related to the individual's: perception of the influence 
his Minister had on the individual's work unit. The length of 
time the individual had been in the organization, the recency of 
his last full-time educational experience and the length of time 
since he had been involved in management training also related 
positively to this factor. 

The third factor was weighted heaviest by those variables 
which reflected the corporate Personnel system, namely PERFRATE, 
LEVELTRG and SALARY. 

The regression equation which accounts for nearly all the 
variance in PERFRATE suggests it to be strongly (and positively) 
related to AGE. The organizational climate conducive to a high 
performance rating would be one in which support and responsi- 
bility were not stressed but openness in dealing with conflict 
and high standards were. 

When the factor PERSONNEL SUCCESS was regressed on the 
demographic and organizational variables, a third of its 
variance could be accounted for by the relationship that a highly 
bureaucratic organization did not encourage the recognition of 
individual success in its Personnel system. 

The last of the four factors was heavily weighed in terms 
of two indicators - MULTINCR and PROMOTES. 

MULTINCR could be related about equally (and positively) to 
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which focused on gain for the individual, and an environment 
which stressed openness in the handling of conflict. 

PROMOTES, however, could best be explained either by the 
degree of Ministerial influence the manager perceived in his 
work group, or by a conflict management style that expressed 
more concern for the other person than the self. 

When these two indicators were combined in the factor 
GROWTH SUCCESS, however, the regression which accounted for 
80% of the variance in the success pee cdr was related 
positively to a conflict-handling style which stressed individual 
gain, and to tenure within the organization, and negatively to 
the recency of both training and tenure in the present position. 

On the whole, about 80% of the variance in the success 
indicators (and about 50% in the success factors) could be 
explained by regressions involving the demographic variables 
in) conjunction with one or more of the ‘scales representing) other 
variables. 

Since all the variable sets were shown to relate to the 
success indicators and factors, although in somewhat different 


ways, all the hypotheses of Chapter VI may be accepted. 
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CHAPTER VIII 


CONCLUSIONS AND RECOMMENDATIONS 


This study was designed to identify some of the different 
concepts of managerial success in the public sector, and to 
examine a number of instruments for use as potential predictors 
of the criterion variables. A number of conclusions can be drawn 
from the results obtained in this study, and recommendations made 
fOr furvuher investigations Bn this field and for management 


development activities within the organization under study. 


Hypotheses 

The Hypotheses tested in this study were that the degree of 
managerial success an individual attained within an organization 
woulds be astunct1on) of; 4 me ae demographic, fundamental 
personality, changeable personal, behavioural and organizational 
Variables. On the basis of empirical data colleeted an’ this! study, 
these hypotheses are to be Reeep tea? Not only were vay number vot 
variables within each of the independent sets found to relate to 
each of the success criteria, but) in many cases, speciiic expect= 
ations with regard to relationships between particular »instrumental 
scales and the success criteria were fulfilled. 

This suggests that the scales used) in this study and the 
relationships discovered between the scales and the success criteria 
may be used by managers and those interested in management develop- 


ment to predict and facilitate managerial success within organiza- 
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ihe success. criteria 
The findings reported in Chapter VII suggest a number of con-= 
clusions with reference to the success indicators used in the study. 
it 15 evident from the previous chapter that different success 

Criteria have different patterns of relationships with the 

demographic and other variables used in this study. In studying 

managerial success, it is therefore necessary to define and select 
pabtiiculan Criteria for study. The present work suggests several 
considerations to be borne in mind when selecting criteria: 

ile Indicators should be chosen which do not cause the sample to 
be biased. por rekenne les the variable MULTINCR (the number of 
multiple increments received over the last five years) is 
biased against people who have not been in the organization 
five years. Allowance for this bias should somehow be made. 

2. The time frame of the indicators should be relevant. While the 
variables MULTINCR and PROMOTES in this study referred to the 
last five or ten years, FREQCONT might have a much shorter time 
frame, and LEVELTRG could be based on anticipated success. 

3. Allowance should be made for missing data. Many of the subjects 
in the existing study could not report on their last pertorm=— 
ance appraisal rating (PERFRATE). The way in which missing data 
such as this is handled could eens the relationships 
involving this variable as well as biasing the sample. 

kL. Precise definition of the success criteria is needed. The 
concepts of LEVELSDN and HIERARCH, for example, may be 
difficult to interpret in a staff role or a non-bureaucratic 


organization. Operational definitions which have meaning to 
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all subjects are therefore required. 


ihe ‘success factors 

While conceptually, the idea of a number of factors represent- 
ing different aspects of managerial success appears sound, .the 
results in terms of significant predictive relationships were not 
substantial. Two reasons may be suggested for this event. 

Firstly, the success factors are constructed from linear 
combinations of success indicators. Now, while a particular group 
of demographic or other variables may relate themselves particu- 
larly well to one or more of the success indicators represented 
Lira caclom, it 1s unlikely that all the andicators 1m 2 success 
factor group would relate themselves equally well to the particular 
variables. The success factor, which may be considered a kind of 
weighted average of the indicators would therefore have a less 
substantial portion of its variance accounted for than would one 
or two of its component indicators. In essence, to optimise a 
relationship between simple indicator and a variable is to sub- 
optimise the relationship between a complex factor on the variable. 
It would be much more difficult to find a variable set which relates 
to a factor than one which relates to an indicator, 

Secondly, since the relationships which predict indicators 
may weight variables in different directions (positive or negative) 
and the factor consists of a number of indicators, variables 
Felating significantly positively to some of the indicators in a 
factor may relate significantly negatively to others. The net 
result may be that the previously significant variables appear 


non-significant in terms of their relationships to the composite 
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factor, and variables which were non-significant in their 
relationships with individual indicators may become significant 
when combined with other relationships in the factor. 

Some justification for these arguments may be found when the 
relationships between variables and the success factors are com- 
pared with relationships between the same variables and the 
component indicators. 

Ther factor “POSITION SUCCESS", for example, consists or the 
indicators LEVELSDN, HIERARCH, SALARY, BUDGET and FREQCONT 
weighted positively and LEVELSUP weighted negatively. The personal 
characteristics of the manager high in POSITION SUCCESS were 
considerable education and managerial experience, and low 
DOMINANCE and INITIATING STRUCTURE scores. Generally speaking, 
the organizational environment conducive to POSITION SUCCESS was 
one which was felxible. 

Individuals with such qualifications would have few LEVELSUP 
where the organizational climate encouraged risk-taking, would 
have more LEVELSDN where there was little outside influence on the 
work group, would have high salaries, (if away from college for 
some time) would control large budgets, and (if in their present 
positions only a short time) would have frequent dealings with 
their Deputy Minister. 

Likewise, the individual who was high in terms of SUPERVISORY 
SUCCESS had likely been in the organization for some time but 
recently been exposed to full-time education, and perceived a high 
degree of Ministerial influence over his work group. Given that 


such a person had less education and was inner-directed in his 
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traits, he would probably have a large staff. He would have, in 
any case, a large number of direct subordinates, and (if strongly 
identifying with the organization) would attend higher-level 
management training programs. 

PERSONNEL SUCCESS was largely associated with a lack of 
bureaucracy in the organizational climate. Where support and 
individual responsibility were not stressed, but openness in 
handling conflict was, the older individual would have higher 
performance ratings. When the individual had been in his current 
position for a long time, both his SALARY and his LEVELTRG would 
likely be high. 

The GROWTH SUCCESS factor is unique in that regression 
relationships between it and the intra-personal, behavioural and 
orgdaniZational variables account for more of the variance than do 
regression relationships between the variables and the component 
indicators (MULTINCR and PROMOTES). Individuals displaying a 
strong other-orientated style of handling conflict are eee 
with a number of promotions in the last ten years. Individuals, 
who avoid conflict or who are competitive in handling it, gain 
more multiple increments. However, individuals who have a weakly 
self-orientated conflict handling style, have been in the organ- 
ization for some time but in their present positions only a short 
while and were recently exposed to training, are attributed with 
more GROWTH SUCCESS. The key to this change in the effects of 
self-orientated conflict handling appear to be in the relationships 
between GROWTH SUCCESS and TENURE, MOSINTRG and PRESPOSN, which are 


non-significant when the indicators PROMOTES and MULTINCR are 
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regressed on the demographic variables, but are significant when 
combined with the conflict handling styles. 

Thus, on the whole, the success factors are more general 
eriteria of managerial success, but are moré difficult to predict 


than single success indicators. 


The independent variables 

One of the issues which must be addressed in examining the 
relationships between the success variables and the so-called 
"independent variables" is that of causality. The regression 
relationships are based on an analysis of the correlations between 
variables. While correlations are indicators of the strength and 
Patvern of relationships, they do not indicate the direction of 
causality in the relationship. With a number of "pure!" demographic 
Variables e.q@. age, sex and racial origin, the direction of 
relationships with other variables may be reasonably argued. it 
is difficult, however, to deduct the relationship between many of 
the other "demographic"! variables and the intermediate variables 
or the success criteria. 

For example, POSITION SUCCESS is positively related to both 
MOSINTRG and UNITFLEX. Does that mean that high-position managers 
do not have time for training and operate a flexible organizational 
Witte or GCoes post—tralning experience contribute to a ymanager "s 
success in terms of position? 

The perception of Ministerial influence over the work «group 
is associated with having a large staff. Are individuals who are 


politically-sensitive appointed to positions in which they control 
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large numbers of subordinates? or do Ministers take particular 
interest in the larger units: of .theireorganization? 

Bureaucratic organizational climates are negatively related 
to the recognition of managerial success by the corporate Personnel 
system. One may infer that the Personnel system is biased against 
thes more bureaucratic anstitutions, or that more flexible orgen-— 
izations find ways within the Personnel system of giving their 
managers more recognition. 

Likewise, do tenure within the organization and a self-— 
orientated conflict-handling style lead to GROWTH SUCCESS? or do 
people who gain rapid recognition stay within the organization and 
defend their positions with a self-orientated behavioural style? 

These questions cannot be answered by the present study. 

They are, of course, important questions. Further research is 
therefore suggested into the direction of causality in the 
relationships discovered in this study. 

A second conclusion with respect to the independent variables 
is that some variables need closer definition. A number of the 
scales which purported to measure the same dimension (e.g. Litwin 
and Stringer's STRUCTURE, Friedlander's BUREAUCRACY and the 
supplementary questionnaire scale UNITFLEX, all measuring the 
degree, of “flexibility” in the organization) showed different 
relationships to the criterion variables. While the scales were 
completed by different sub-samples (and that may have led to 
different relationships), the possibility that different scales 


measuring ostensibly the same variable do not actually do so, 


must be entertained. 
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The fact that certain variables appear unexpectedly ina 
number of relationships, such as DEPENDTS and LASTED, also 
suggests that more attention should be given to the definition 
oiethese variables iso that their relationships to the cHiteria 


variables may be investigated further. 


Evaluation of the Instruments 

ft as evident from the results of this study that the various 
scales used accounted for different amounts of the variances in 
the success indicators and factors. The degree to which an 
instrument accounts for variance in the criterion variables is 
obviously one consideration in the selection of instruments to 
describe or predict managerial success. In this regard, instru- 
ments measuring organizational variables generally proved superior 
to those measuring other types of variable. 

Table 11 shows the mean amount of variance of the success 
variables accounted for by each of the instruments used in the 
study (in conjunction with the demographic variables). While 
these statistics are not generally accepted as very meaningful in 
the evaluation of scales, they do give some indication of the 
relevancy of the scales to the task at hand. 

The number of success varzables a scale may be weed to predaer, 
and the profile of the percentages of variance in each of the 
Criterion Variables predicted by the scale are also Significant. 
Administrative considerations such as costs of instruments and the 


time taken to complete them must also be included in the evaluation 


On an Lnistrument. 
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Table 11. Mean percentage of the variance in the success variables 
accounted for by the various instruments in conjunction 
with the demographic variables. 


% 
The California F Scale 162.0 
Thurstone Temperament Schedule 36.6 
Bass'! Deena on Inventory BO:.0 
Dore's Leadership Questionnaire Ole 6 
Gekoski and Schwartz's Supervisory Index 19.4 
Leadership Opinion Questionnaire Bye? S| 
Thomas! Behaviour Description Questionnaire hee 7, 
Shutz's FIRO-B Pyal 55) 
Litwin and Stringer's Climate Survey SY Al 
Friedlander's Climate Survey 20.9 
Likert's Organizational Climate Survey 19.5 


Supplementary Questionnaire 2. 3 
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if the criteria for the selection of instruments to measure 
managerial success, however, is to account for as much of the 
Variance in the success variables. as possible, the results of 
this study suggest that those scales indicated in Figure 31 


should be adopted. 


Evaluation of corporate practices 


Where all the known significant relations with respect to 
a particular success criterion are assembled (as they are in 
Figures 16-31) some decisions can be made on the effects of 
corporate practice. 

This study was stimulated by the desire to evaluate the 
management training and development activities within the organ- 
ization under study. It may therefore be appropriate for the 
management of the organization to review those relationships 
4 ee aaa such variables as LEVELTRG, MOSINTRG and GROWTH SUCCESS 
because of their association with the objectives and activities 
of management development within the organization. 

The level of the last management training program taken by 
the subjects in the sample, for example, appears to be positively 
related to: educational level, avoidance of conflict, the degree 
of influence an individual perceives himself to have over his own 
work, the length of time he has been in the organization, and the 
degree to which he identifies the organization. The organizations 
from which such individuals came to the higher level training 
programs would be low in terms of System IV; they would be less 


bureaucratic and collaborative; and they would not encourage the 


le aefuant per Calaaed oe nordatnay 
ff axdpet ab setagabap wel aae amet? a 


4 
i] 


” (he ware ey 

elu t1507q e1eueqzoa %. 

Te err) F 

o> Jouqea? Ariw Aqttnireigalay ‘rad thingie Hw mist ote tte 


; : ee oa 
a! #°n eds ca) BGlieeed ote npolsatiie asaoale \etnatriaq 
jo #iterte att ta ales Of hat anciabsoh Saha [2teor 

BI baw] oe 


wil “la leve of walse® 449 a9 herteiugites fav’ vbeig aide ae 


ss va) ) 

flag file betidelon, qungetevah bng fa liiiast shay Ae ; 
eee din) ‘ni Gguygye ef 4eohe eds ‘ven 41 Viopie  Sehha hdhiaa 
Y. _ 


date ries? tect eulees b? Wwoieectnen1) be4) 4b icenganie 


~ ‘) CTA Oo Goh SITAIETM ) CATR eu amlduisav Asie onestwrad 
rae ina eS bGpeide @nr (tie, noite loaders wiods Io saree 


T3227 60 SHER Cle AIGI'iw ‘noeegnloved ‘nem ane Pe 


7 


Ut) NOAA Seg Basiilets TiennQetaw Joni. od? tn Pavel, gay 
cis«l*¢eo e@' ob!) Gone etats Wl ,olamea GAT fil ee ena 
oem at ‘Galt, Pad leaay Ye nunehtom deed Dash teswie Gnd eas 
Ww 644 “09g AEA Th) 1. e@ma@ iit eo edo; LauBiwign) as soskaltne ya a 


a 
ad? hep ,ipiifeetranta Sf) vt eh ul ae Of @eid bo Wioneld wath Aton - 


I 


- 


Po Lith tong og aay. wi Yes Roa an? wstie *iiwhd 4) (ide wd owes 
e@iuterd tavel sedoid ais of emov afeullailval danw tage 7 
S60) PC ities yor ') Th mwesey? Badeee ai wef ad Nilase 


74? DMiawIs® jon Kiva vot? tag servi Atadtwuliod hie 31 b i: 


200 


open handling of conflict. 

MOSINTRG is also related to a number of variables. It seems 
that the further away from training the individual is, the more 
sociable and dominant the individual becomes (both negatively 
related to the success criteria), the more he initiates structure, 
and the greater would be his budget, the number of levels beneath 
him and his general POSITION SUCCESS. ‘The further away from 
training also, the less structure the individual perceives in his 
environment and the less his GROWTH SUCCESS. 

The composite factor GROWTH SUCCESS is positively related to: 
tenure within the organization (but negatively to the length of 
time the individual had been in his present position), the 
individual's orientation toward employees, his perception of 
executive influence over his work unit, and a conflict style which 
emphasized the individual's own gain. 

Once more, the direction of causality in ieee relationships 
is open to question, but on the basis of these relationships a 
number of decisions could be made by the corporate executives with 
respect to the design and conduct of training programs and the 
selection of individuals for them 

Similar procedures may be followed with respect to salary 
administration (the variables to be studied would be SALARY and 
MULTINCR), manpower mobility (TENURE, YRSMGMT and PRESPOSN) , 
position classification (LEVELSUP, LEVELSDN, HIERARCH, BUDGET, 
LOGSTAFF and FREQCONT), executive behaviour (FREQCONT) and 
budgetry control (BUDGET). In all cases the personal, behavioural 


and organizational characteristics influencing the variable would 
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provide information, not currently available,.en the basis of 


which the corporate management may wish to review its practices. 


Recommendations for further study 

One of the weaknesses in.the existing study is that the 
variables associated with personal attributes, behavioural styles 
and organizational characteristics had to be considered separately 
in their relationships to the demographic and success variables. 

The message of Fiedler's (1967) Contingency Theory is that 
eftecvive leadership 12s a function of leadership behaviour wichin 
the context of a particular organizational environment. The key 
to managerial success according to Fiedler lies in the matching 
of behaviour to the situation. 

Management development specialists would be interested to 
know more about the relationships between certain personality 
characteristics and effective leadership behaviour, so that 
training programs could be designed for particular personality 
types to develop appropriate behaviour patterns. 

Likewise organization theorists and career counsellors would 
be interested in the relationships between individual character- 
Lota Aandsorganizavlonal properties which proved successiul 
managerially. 

These types of relationships have not been investigated 
within the present study. It is recommended that the questionnaire 
distribution system and the design of the existing study be extended 
to allow for these relationships to be studied. 


The limitations of the present study in terms of the organ- 
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izavtzonal type are obviouss | lhe data avallable from this study 
applies only to one public-sector organization in Western Canada. 
The extension of the study to Eastern Canada, to the United States 
and other countries, “to the private sector, and to other puplic 
agencies may be recommended. 

Lastly, the various improvements to the definition of criteria 


etc. mentioned earlier in this chapter should be considered. 
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FOOTNOTES 


In his (unpublished) doctoral dissertation, Gutteridge did 
use a number of other career progress criteria, including: 
compensation growth rate, ratio of current salary to 
Copporate Presidents” Salary, ratio 6f Current salary to MobeA. 
starting salary, job title, and organizational level. He 
reports, however, that "the predictors related to these 
additional criteria were basically the same as those related 


touyeerly salary". (Gutteridge, 1973. pg 13.) 
Guetenidge (1973) pa 134 

Steele and Ward (1974) pg 100 

Laurent (1970) pg 420 


The need for power was represented in Wainer and Rubins!' work 
by the "autocratic/laissez-faire" dimension of leadership 
style, with the assumption that autocratic leaders symbolised 


a high need for power. 
Wollowick and McNamara (1969) pg 349 


An in-company developed biographical inventory scored with 
two keys representing "Self-confidence" and "the character- 


istics of a successful manager". 


Bray and Grant (1966) pg 2. 


Stogdill and Shartles' (1948) scales represented degrees to 


which the individual's leadership is characterised by 
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"responsibility", "authority" and "delegation". 


Groups organized on a project team basis, but receiving their 
feedback on the basis of individual performance were found to 


be the most creative. 


Herzberg, Mausner and Snyderman (1957) pg 23 


For a review of the work of Vroom (1964) and Porter and 
Lawler (1968) and an attempted integration, see Henemann and 


Schwan (1972). 


Various rewards the individual receives indirectly from his 
work (such as salary, recognition, success, etc.) are 
classified as second-level outcomes since they result from 
the organization's responses to more immediate (or first- 


level) Stimuli, such as productivity, loyalty, effort, ete. 


A more comprehensive review of the literature in this area 
Condor to. 1971) «an be found an such works as Mord: @197A)eand 


Huebner (1971). 
Hand and Slocum (1970) 


A classic leader in the Group Dynamics movement was Kurt . 
Lewin. The reader is directed to the work of Lewin (1947) 
for an examination of the transition from the "trait" approach 


to leadership to the behavioural approach. 


Bowers and Seashore (1966) pg 239 


The study by Butterfield (1972) may be of particular relevance 
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in that he attempted to evaluate the ieedenshins theories of 
Mann (1965) Bowers and Seashore (1966) Katz and Kahn (1966) 
and Likert (1967). Butterfield found all theories to have 

some predictive capacities at higher organizational levels, 


DUT MoO tale Lower ahevie lic. 


The essential dimension of difference between the groups was 
the locus of authority. In the autocratic mode of operation, 
all policy was determined by the leader, particular work 
tasks were designed by him, and he remained aloof from active 
group participation. The democratic leader encouraged 
participation in decision-making, tried to be arregular group 
member in spirit, and allowed group neihberws a high degree of 
freedom in selecting their own tasks. In the laissez-faire 


mode, participation by the leader in any form was minimized. 


Anderson (1963) pg 160 


"Consideration" was equated to behaviour indicating friendship, 


mutual respect and warmth in interpersonal relationships. 


"Initiating Structure” was described as the extent to which 
the supervisor organized and defined the pattern of relation-— 


ships between himself and the members of his work group. 


In their model of "the Managerial Grid", Blake and Mouton 
(1964) propose two dimensions of leadership behaviour: "concern 
for production. ands "concern for people”, The “concern ior 
Production!'! dimension might be considered a hybrid of the 


"task-orientation" and "initiating structure" concepts already 
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discussed. "Concern for people" may be equated with 


WeOhsudetvatloiale 


scogdall (1950) pg 4 


Bennis (1960 pg 261 


Jenkins (1947) pg 75 


Hemphill (1949) pg 225 


McGregor (1967) pg 5 


In this regard, Hersey and Blanchard (1974) follow the work 
of Reddin (1970), who added an "effectiveness" dimension to 


Blake and Moutons (1964) Managerial Grid. 


Hersey and Blanchard (1974) pg 27 


Fiedler's ordering of the relative favourableness of the 
variables is: leader-memher relations, task structure, and 
then leadér position power. Further research may be required 
to contirm the relative favourableness of, ahese variable tor 


agifferent types of leaders. 


The ranking used by Fiedler (1968) is in terms of median 
correlations from the studies on the 59 sets of groups 


surveyed in his work. 


"Interacting" was defined by Fiedler (1967) as "requiring close 


co-ordination of several members in the performance of the 


primary task. The ability of one member to perform his job 
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may depend on the fact that another member has first completed 


his share of the task". (Fiedler, 1967, pg 18) 


Fiedler (1967) defines a "Counteracting group" as one which 
consisted of "individuals who are working together for the 
purpose of negotiating and reconciling conflicting opinions 
and purposes. Each individual, to a greater or lesser extent, 
works at achieving his own parties ends.at the expense of 


another." (Fiedler, 1967, pg 20) 


"Coacting groups! are defined as those several individuals 


involved themselves in the task at the same time. 
Plerehnan, Harris and Burt (1955) pg 50 


Job attitudes referred to by Porter and Lawler (1965) sincluded 
morale studiés. ~In this case, specific attitude questions 
were asked about employee opinions of the organization 
supervisors, working conditions and other elements connected 


with the employees job situation. 


Behaviours considered by the Porter and Lawler (1965) survey 
included performance and output rates, performance ratings, 
turnover rates, absenteeism, accident rates and employee 


grievances. 


These two components accounted for over 86% of the variance in 


the performance norms of the work group. 


For the sake of concision, the variables will generally be 


referred to by their abbreviations in the remainder of the 
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discussion. 


The salary system operating within the organization at the 
time: involved a pay grid in which the pay range for a 
particular position was divided into: a number ‘of steps or 
rincrements'. | Progression wp the pay scale was on whe Vacis 
of satisfactory performance and individuals usually received 
a single increment annually. In cases of exceptional 
performance, it was possible for multiple increments to be 
awarded. The number of multiple increments the subject had 
received over the past five years was therefore taken as an 
indicator of his performance over that period. 

It must be noted, however, that the maximum salary level for 
a particular position represented a ceiling on the individuals 
salary am that position Cexcept for General, revieweouan,y the 
Salary structure because of economic adjustments, position 
reclassifications, or changes of position). The measure is 
therefore invalid for that portion of the population who had 


received the salary maxima for their positions. 


The use of financial budget as a criterion was an attempt to 
gain some equivalency with managerial success indicators in 

the private sector, such as sales volume and the financial 

size of the enterprise. Because of the organizational 
accounting system, however, the degree of control an individual 
has over his reported budget, and the size of the budget he 
may influence indirectly, both lend room for inaccuracy in 


measuring the criterion. The budget figure provided was 
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transformed by the use of Naperian Logrithms. 


This question may be biased in favour of line managers, as 
opposed to staff managers. The Naperian logrithm of the 


staff size reported was used in data manipulation. 


It was assumed that the frequency of an individual's contact 
with his organization's Chief Executive Officer (Deputy 
Minister) was an indicator of his success. The measure, 
however, may be biased in favour of small organizations or 
those with ilat organizational structures. Thesscaling: of 
responses to this question was: 

Never 

Once or twice a year 

Three or four times a year 

Once or twice a month 


Once or twice a week 
Daily 


ty (Es fie es © 


The annual performance appraisal form in use throughout the 
Alberta Public Service at the time (P.A.0. 5) contained a 
number of scales relating to the individual's quantity and 
quality of performance, attitude, initiative, personal 
factors and supervisory ability. The supervisory ability 
Seale consisted of a four-unit scale with ratings of) “poor, 
"marginal","good" and “very good''. Each scale unit consisted 
of four points (boxes) so that the net effect was a 16 point 
Likert scale. The "poor and "marginal! unit were not; used 
in the responses to this question, hence scaling was from 
"good 1" to "very good 4". Most respondents, however, did 


not complete this question since it involved reference to 


ba 


50. 


their personmel file, which may not have been readily 
accessible. Im order to obtain adequate information on the 
sample im this area. indirect channels were used by the 
amihor to solicit the information in reference to a 


Sigmificani sample size. 


The training programs referred to formed a series of: 


on to Supervision", “Supervisory Development", 
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"Middle Mamagement™ and "Senior Management". While each 


own training objectives which may have 
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appealed io individuals, independent of their managerial 
Position, the siatus connotations of the program hierarchy 


Was Used iam thas case a= 2 success indicator. 


A copy of the instrument is included as Appendix D to this 


> respomdenis, omly 7 were female. This represented 
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approximate proportion of the number of women in managerial 


H 


positioms within the orgamizatiion. The number was too small, 
however. io offer siatisiically significant analysis on the 


differences between male and female managers, and hence the 


variable was dropped from further consideration. 


Only =ix of the respondents reported a marital status of other 


than "“married™. hence this wariable was also omitied from 


furiher anmaly=is. 


Ii should be noted that not all possible relationships between 


the wariables will be examined, since all subjects did not 


10 


wily We rye 1 
ats (9 bouw 


a. 
% ‘ ' 
- uf eaned 


| ee a " Ms - 
oa -vely 
> Mae 
"6 evhowe # Reawiah Sy Miyreley cere sv 
f pt 
vga ioe tad laa > AGH EV EOHU ° ne aod 
ae 
j ii) «6 6—6 “@neawapaany paneer thave *sneangaunt th 


. } 
ey» (ee COUN bEL PIE Giniov! era eh Sed Maes 
a a“ 


= 


0 vied! oy MWIMpebers .. Larviveaeh Ga Relasgye 


~ onl Jw abot InsdimoF avila. ovis Ae | 


' 


8 
‘ 7 7 
i ; - S £2 
‘aoshil etdanie & Ga sede within been enw 
e ; ta 
: ny 
tin) Vi & ALS OPIGUA SD I NOGNEIAE #1 aan eek sedi 2o resid) 
it Oo) 

le} 


A ainedd 7 


; a 
eae reqe? erp Cent weew 7 elae ,eewiegqess 7 ety a0 whe 
; ‘ 7 +b 
“al 


‘om ol siege So wpe Ghd Ley -nyd Pops y wise Lareree bic ; 
fom? of aoe Oey O47 One kiaatnep ee wl int iw sneha 
A tw 6602 leds! Sneuthseeges Glinat iol eaia sida of Tie 


of conn yal ® ,ew eam tine biewi tLe Veuwted eannbyT bh 


Rape! 
i : 
cult by @itero Lab bree A a Hale ee renneey ode ay aie" Hi ae _ 
ow Het tins ue fe ae nly dp id? saoety Pheer 

oa ee shin eb Wr 


ose 
f oe ** > * @ 
ia cid et ettomab tater ata | hi | ot ta i ee 


wei le phbisoec’ wiatevul any? Beqyath soy old 


ay 


te ie etme the 


51. 


52. 


53 


Pye 


DD 


56s 


receive all questionnaires. A detailed description of the 
distribution scheme for the instruments is given in Chapter 


Ver 


Since LEVELSUP indicates the hierarchial distance between 
the individual and his Deputy Minister, it is used as a 

negative iwndicater of success. “Thé greater the number of 
echelons bétween the two, individuals, the less successful 


would the individual be. 


For a brief description of "factor analysis, refer to Appendix 


A-1. 


The general format used for regression equations includes the 
values of the standard errors of variables written beneath 
the variable itself. For a brief description of multiple 


regression, refer to Appendix A-2. 


The correlation table for the Thurstone scales not proposed 
to be related to the success indicators is included in 


Appendix C-1. 


The only scale on the Bass Orieénvation Inventory not predicted 
as relating to success was TASK-ORI. Correlations between 


scores on this scale and the success and demographic variables 


are shown in Appendix C-1. 


Correlations between the other scales on the Thomas instrument 


and the demographic and success variables are shown in 


Appendix C-2. 
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Appendix C-3 shows the correlations between the other scales 


on Shutz's FIRO-B and the demographic and success variables. 


While normally the profile of a series of Likert scales is 
used to represent the Sais oe Rae clinate, a single index 
(consisting of the algebraic sum of the indices along 
eighteen subscales) can be used to refer to the degree to 


which the organization conforms to System iV. 


The Litwin and Stringer scales which were not predicted to 


relate to success are reproduced in Appendix C-4. 


Correlations between the COLL (collaborations) and COOP 
(eooperative) scales on the Friediiander instrument and) the 
various demographic and success indicator are shown in 


Appendix C-4. 


Responses to questions on the supplementary questionnaire 

which were not significantly related to the success variables 
are shown in Appendix (C—5. “This table gives the correlations 
between the demographic and success variables and the remain- 


ind Organizational characvericvics. 


This relationship may be the result of bias in the criteria 
in that the components MULTINCR and PROMOTES both specified 
time frames which prejudiced the results for individuals who 


had been in the organization for less than five or ten years. 
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Appendix A-1 


FACTOR ANALYSIS 


Factor analysis is a statistical technique used to account 
for the correlation pattern between a set of observed variables 
in terms of a smaller number of unobservable factors. 

The general model for factor analysis may be expressed 


algebraically as: 


Bx = A e@eeeve9e28e 

1 114? As oF 5 + + ies ~ we 
x = A F e@eeeee¢es 

2 Wig) tee ee ea 
XxX = A if F eeeeeeeee 

N Wioaiwe’ “Ne's 7 he eer teers, 


where fF is the observed variable and F. is the postulated factor 
and ae is a unique error component for the relationship. This 
model may be expressed in matrix terms as: 
x= BAL eeu 
The problem for factor analysis is therefore to estimate A, the 
Mabini Of factor el Oadinagis. 
The assumptions normally made in factor analysis are that: 
Giyatehe p comman factors (F,) are independent with mean zero and 
unit variance; 
(2) the N unique components (U, ) are independent with mean zero 
and variance Ys and 
(3) the unique and comman factors (U, and oF are independent. 
If R is the correlation matrix of the sample, the diagonal 


elements may be written: 
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and the non-diagonal elements are: 
=e «6 = (Blue oA, a, ea. eeeeeee 3 e . 
ee i Ogle ela eon Ain °? GN 
Thus, R= AA +W 


where W is the diagonal matrix of U. variances. 
Pi 


The problem may thus be restated as to determine the loadings 


A.. and the unique variances y. such that 
ij ih 
Ree BR aay wy 
If T is an orthogonal transformation matrix (TT = 1) of the 
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the; problem,;becomes that of »solving for.A: 
X = AF Ae yp 
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Ro Seo 4A ay 
} I 
= ATTY A. 4° 
/ 
= (ATT) (TA) +'V 
Thus there are an infinite number of possible solutions to the 
problem. 


The "principle component" solution to the factor analysis 
problem was proposed by Hotelling (1933) and was used in this study. 
The approach assumes that the vector of unique variances, W ks 
equal to zero, and that a limited number of factors (N) exist which 
account for the majority of the variance in the X variables. The 


problem may therefore be expressed in terms of finding a vector F 


with a diagonal covariance matrix D, such that Fi has the largest 
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possible variance of all possible linear combinations of the Xs 
and PS has the largest possible variance of all linear combina- 
tions of X that are uncorrelated with Bis euces 

The first principle component of the observations X is that 


linear compound: 


FF = a X eeeeeeerkeeseesee 
1 1 oe oe aves 


of the responses whose sample variance 
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is the greatest for all coefficient vectors, normalized so that 
AA = 1. To determine the coefficients, the normalization con= 
straint is introduced by means of the Lagrange multiplier L.- 


Differentiating with respect to Ay therefore: 
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The coefficients must satisfy the p simultaneous linear 


equations: 
Sa ea eel) 
(Ss r pe 
If the solution to these equations is to be other than the null 
Vector, the value of L, must be chosen so that: 
Se a Sone =e) 
( fl ) 
L is therefore a characteristic root of the sample covariance 
al 


matrix, S,and A, is its associated characteristic vactor. To 


determine which of the p roots of S should be used, the principle 


component method suggests that the first principle component should 
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account for as much variance as possible and therefore the greatest 
characteristic root (or eigen value) of S should be chosen. 
Additional principle components may be identified by reiter- 


ating the process, subject always to the constraints: 


to scale the ith component to the same scale as the first, and 
ACA Bea © 
1g 
to ensure orthogonality of the components. 

A number of principle components may therefore be generated. 
It is common practice to restrict the selection of principle 
components to those with eigen values greater than unity. 

It should’ be noted that S (the sample covariance matrix) is 
used as an estimate of 2, (the population covariance matrix) since 
the population covariance matrix is unknown. The assumption is 
inferred that the sample is representative of the population. 

Likewise, the covariance and correlation matrices may be 
used interchangeably where the variances; of the! varzables are 
scaled tor Unity. 

The end result of principle component analysis, therefore, 
is a factor matrix (i.e. a table showing the weight, or loading, 
of each of the X variables on each of the factors), and a measure 
of the amount of the variance of the independent variables 
accounted for by the factors. 

Thurstone (1935) specified as a criterion for factor selection 
a "Simple structure", i.e. ‘that the factors in the final solution 
should have large correlations with a few of the original variables 


and essentially zero correlations with all others. Often this 
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"simple structure" may be obtained by an orthogonal rotation of the 
orthogonal factonsepriites Gis TF). 

One criterion widely used for factor rotation is that the sum 
of the variances of the squared loadings within each column of the 
factor matrix should be maximised. Since this criterion attempts 
to maximise the amount of the total variance accounted for by a 
particular factor, it has been known as the "varimax'' criterion. 

An alternative criterion is one which takes into account the 
possibility of having negative loadings of the variables on the 
factors, and therefore seeks to maximise the net amount of 
Variance in the data variables. -Since this involves the fourth 
powers of factor loadings, this criterion has been called the 
Wquartimax'' criterion. 

A third and compromise criterion attempts to equalize the 
variances accounted for under the two prior criteria and is known 
as the “equiimax’ criterion. 

Any one of these factor rotations may be utilised in coming 
to a final solution to factor analysis. Since the input to the 
process was.'a correlation matrix, only the strengths of the 
relationships between the variables, rather than the directions 
(i.e.causality) were specified. The experimenter may therefore 
choose his factor rotation method with the additional criterion 
in mind that the results should be meaningful in terms of the nature 


of his inputs. For this reason, Thurstone's "simple structure" 


criterion is most often accepted. 
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Appendix A-2 


STEP-WISE MULTIPLE REGRESSION 


Multiple regression is a Statistical procedure for the formu-— 
lation of relationships between given dependent variables and a 
series of independent variables. Within the current study, the 
relationships of interest are those between success criteria, as 
dependent variables, and a series of demographic and/or other 
variables. Multiple regression is used here as a means of predict- 
ing the individual's managerial success on the basis of his scores 
on a number of instrumental scales. 

The problem of multiple regression may be expressed algebraic- 
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The least squares approach to this problem selects the values 


of b. that minimizes the sum of the squares of the error terms, i.e. 
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for the data available. 

Assumptions underlying this model are that: 
i. ep ulie Ota are a set of p explanatory n x 1 vector variables. 
2. The-estimate value of the error,term, E(U, ) = O 
3. the variance of the error terms, Var(U, ) = ee constant and 

the covariance between error terms Cov(U U)) = (for i 7. kk, 
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In the matrix notation, the model may be written: 
Ve = eer 2s I) 
. Cue “A 
The regression coefficients, b, may be calculated from the 
SquacLotu. 
a 
(eel. ees 
b = (X X) xy 
A 
The covariance matrix of b would be given by 
2 (25 = 
(ae) 


while an unbiased estimator of qe is provided by 
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The coefficient of multiple determination is defined as: 
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a 
ie b has a multivariate normal distribution with mean b and 


covariance mental 38 7 ek ae 
A 
Biter tina aes. : ; : F 
J a has a t distribution with (n=p—1) degrees of freedom. 
2 
l (Giges 
dial 
ea Oe =O, SSR/p has an F distribution with p and (mn—-p—1) 
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In approaching the general problem, the question arises as to 
which of the independent variables should be included in the 
regression equation. 

A number of different approaches to the regression problem 
have been advanced, some of which examine all possible regressions, 
others assume all variables significantly contribute to the regression 
and work on a process of elimination; others assume that no variables 
contribute unless they are included by virtue of a significant 
contribution to the criterion variables variance. The step-wise 
regression procedure used in this study makes the last assumption. 

The step-wise procedure starts with the simple correlation 
matrix and enters into the expression the independent variable most 
highly correlated with the response. 

Using the partial correlation coefficient, the procedure as 
then to select, as the next variable to enter the regression, that 
independent variable whose partial correlation with the response is 
the highest. 

The method then examines the contribution the first variable 
would have made to the regression if it had, in fact, been entered 
as the second variable. If this contribution is shown by an F test 
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otherwise the variable is dropped. Likewise, the contribution of 
the second variable is also tested. This completes the first step 
in the procedure. Further variables are added ( and possibly 
deleted) on the same basis as the first step until no more variables 
can be added which significantly contribute to the variance of the 


response. 
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Appendix B 


Regression equations for the relationships between the 


variable sets illustrated in Chapter VII 
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Regression equations for success variables regressed on the 
ee Oe RCE Eo alates. Degrees Sed Ollie 


demographic variables. 
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Appendix B-2 


Regression equations for the fundamental personality character- 


istics regressed on the demographic variables. 
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Appendix B-3 


Regression equations for the success variables regressed on the 


fundamental personality characteristics. 
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Regression equations for the success variables regressed on the 


fundamental personality characteristics and the demographic 


Viaigiablests 
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Appendix B-5 


Regression equations for the changeable personal characteristics 


regressed on the demographic variables. 
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Appendix B-6 


Regression equations for the success! variables regressed on the 


changeable: pensonall chanacteri'stics. 
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Appendix B-7 


Regression equations for the success variables regressed on the 


changeable personal characteristics and the demographic variables. 
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Regression equations for the behavioural variables regressed 


onneiesdendgraphie variables. 
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Regression equations for the success variables regressed on the 


behavioural scales. 
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Regression equations for the success variables regressed on the 


behavioural scales and the demographic variables. 
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Regression equations for the organizational variables regressed 


on _ the demographic variables. 
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Regression equations for the success variables regressed on the 
—— Oe Success Variabies regressed on the 


organizational variables. 
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Regression equations for the regression of the success variables 


on the organizational and demographic variables. 


91. LEVELTRG 2 sDOePRESPOSN: =. ORM LIKERT § 497.19 
(420.3) (.08) (201) 
92.0) LEVELSUP = -49 LASTFTED + 4.30 STRUCTURE 
G76) Cr Ore) eet) 
es REWARD. Us, 9. Ob Un Poke nee 5o 
a) (ory) 
93. PERFRATE = -81 AGE + .10 DEPEDNTS 
Goat) C20) (,04) 
= .71 RESPONSIBILITY —- «36 SUPPORT 
(203) (CAO) 


+ -1GeSTANDARDS = G37 °CONPLICT = 65.04 
On) Meroe) 


I 


94. LEVELTRG -69 MOSINTRG + 1.15 PRESPOSN 


(.47) (09) (.06) 
2.73 YRSMGMT 49 ShO IDENTITY ba) te 75 
(203) (09) 
95. POSITION = -78 MOSINTRG “4° (557 UNITRLEX. = 3. 30 
SUCCESS (Cy (pete) 
.(.58) 
96. LEVELSDN = .32 YRSED + .43 MOSINTRG +  .34 YRSMGMT 
(233)) (.04) (02) C216) 
+ .69 DEPTFLEX + .73 SELFINF 
C15) (ad) 
+ 38 (SPECTALINE -="..83 OTHER: INP” 3.05 


(303) (aris) 


er.t «+ Teun Be. - 
(to.) 


WHOURTS Of. « GETITQAN eA, = 


(va.) (26,) 
Oo.€ — HELA Pe. -- NAAWaA SL, + 1 eVeay ys 
(Ora) Oh2s) -- x? @ 


TERIA ode oe) «Ba es. * °° Pans. 
ip.) ioe) oO ¢pa.) 
THAIS M > ~ WPVIITATEMOUEIN IT. - 
it.) (£0. ) —— ao 
i : ad : ee 
2 Oe ; TO LIGAZGD. Gis » Bawadvale-df. 4 7 
(eon) iro.) | : 
ma -fae 
veoi2tqy Tet + BHIWIZOM eo. Mitavas .Ae 
(jo) (e@0.) (ta.) 
evel «0 6-= «6 MEDTMROD Gh. 0+ | OMMORY EN. 
vo, (co. ) re A | 
OC.f «= MAOWTIMY Te. + SATHI2ZO ay. = WOITI2ZO4 Re 
wre (to.) SaSI0UE 
(8%. )- 
TMOMEAY OC. + ORPVIROM td. « UNeHY Sr. © “dais Vad 


Widise (J. + ABIITGRI Go. -« 
(ies! (atv) . 


76.0 = @Wi nate ©8. - WALIAIOgIa Bey + 
ite.) (€a,) 7 


269 


97- LOGSTAFF -43 YRSMGMT + .39 SUBINF + .44 EXECINF 
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ees) rata) (200) (02) 
#236 
98. PERFRATE - -56 YRSED + .84 EXECINF - 6.00 


C1561) (215) (.09) 


APPENDIX C 


Correlations between those scales administered which 


were not expected to correlate with the success 


variables are the demographic and success criteria 
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APPENDIX C-1 


Correlations between miscellaneous intra-personal scales and the 
various demographic and success variables. 
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APPENDIX C-2 


Correlations between Thomas' Scales and the various demographic 
and success variables. 
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APPENDIX C-3 


Correlations between FIRO-B Scales and the various demographic 
and success variables. 


(ap eg 2 ae = 
WO fe) HO e) 
WHa = tea =) Ye an] 
YN an =\ae) Wa AY 
N = 14 a DS es es) ee QO fc) 
oo =e) aa oes) H a) 
orm) a O igs Oy fy Zz & 
Me 2h ey xO ss & ate 
ome Hi eS fz] =. 
MODERATOR VARIABLES 
AGE =n25 2215 Seay Oa 203 
DEPENDTS SES re WS 269° -222 =323 
YRSED aoe =<10 a =a23 ma er J 
LASFTED sed AEN =26 = eae ate: 
LASTED ae | re 7 Soi Sess apie: 
MOSINTRG -OO -08 Se -08 -O9 
TENURE ana Sas =s19 a0 =O 
PRESPOSN Pes fel -03 = 10 = holy - 24 
YRSMGMT =e ees we = MS oo S05 
SUCCESS INDICATORS 
LEVELSUP seed ee Ne =.20 =e20 eee 
LEVELSDN 38 shee" 208 reales <O3 
HIERARCH 20 By 2 eS) s23 Shack 
SALARY £00 2 £5 330) Si) mee 
MULTINCR see Se hy yep) ape oe 
PROMOTES ary Ee) = 9 =. 20 203 -19 
BUDGET SO - 56* meee =e O™ EO) 
LOGSTAFF oy Sa ls Spal = 22 A hs: 
DIRSUBS Hy KOs bby =Fie mag OH n53* 
FREQCONT Pag 2 <22 Seal sport -O7 
PERFRATE ae SAS 70 Peis: SE Ls 
LEVELTRG whe S09 -O9 = Od mL Or6) 
SUCCESS FACTORS 
iy FOSLTION 22 Hes} ayn! 07 12 wely. 
25. STARE 00 eg Sg syes hi Bas 
3. PERSONNEL «20 meer he! 232 a Ee 2-32 
A. GROWTH =o Sree iG ~O2 sie 
SAMPLE STATISTICS 
MEAN Sa7 1 lee 7 2 2.938 Sal OW? Te) 6) 
sia DM Ag Oy iy 1 99 2.06 2257 


* Si onpti cant at the. O05 level 


t o 


| 
i 


= g | = a6 . 
¥ al 
Se ea " v : 
& ny aa 

se | oe | ga 
i. ao. 

a SE a= 

1 GRe= 

Bi. Si a= 

ot. af a= 


2s Vow 
— WE ow 
Oaa os, 
Lo Ct. 
al ce, 
Or . (t.- 
°27 aa 
Cl» a te) 
ie eu, . 
Hts os « : 
“Cr. ie ' 
ile 1 , a 
*T)e~ Br. 
mie ft). - VH.- = sa . 
anovoad aaasoua | 
: i. su. *or. vorlTiZ2og .f 
: oP = Lie«= Tis- wate 
Hi. + Ly += its tt.- : 
are’ ©". 7 de.- 
nO .a TOs7 (Vet rts 


5 «f og eau 74.5 


fovel CO. of) Je Jaaottingh 


i oni 


274 


SVWOHL 


UAONTULS pue NIMITI 


TereT GO° ou; 4" yUROTZTUSTS , 
: : q f 
Wh gt paves cL or Cats cL N 
Zl °6 Heog Seed 47O°€ €9°c 62°C Lee Sacs 
TE°SS 96°69 GG°2 £g°6 G2°2 2H°6 21 °6 NVaN 
SOILSILVLIS @IdNvS 
Ge° goer 67° Fg 249° 27° Cre HIMOUD *¥% 
Oce eae go° Ogee pecs 90° (AT = TANNOSUGd °€ 
gee Ca Gt° 00° FE AAS CE? AIAVLS *°Z 
bas i Sace (AS 6z° BAGS Tor 60°— NOILISOd ‘Tt 
SUOLOVA SSADONS 
go° ~OT, = TC°* (So aioe yea Bars SULTIAATT 
go° OE S= So° FAO So°* TO? oS aLVUsUdd 
BO)o= Ore = £0° SO = OT° 70° 6C°- LINODDAU A 
ce = aes ome 20% = (eee Qze CARS sansula 
Oiciaes GQ)e— iss Fae = 62° 7a Cine AAVLSSOT 
so° 96" = *09° Dyer 60° ZH° gt° Laoand 
EBS 60°= o¢° 6055 woS° «4S° 40° SaLOWOUd 
(|e 76° > 2f9° 27S° ¥oO" 7G = wee WONLTLIAW 
«f° Ags 67° 70° j90°- Ute So: RUVIVS 
Ge° ats 6£° Diss TOz— ere eS = HOUVUGIH 
60°- GEO 90° go° pye= Gio 6L°= NGS'ISAGTT 
Ogi 2S¥° *cG° AGG OS ome IOS a7itae - dASTAAAT 
SUOLVOIGNI ssaoons 
go° ieee 6ce Ot*- Biges AAD THO? = INOWSUK 
eich OT? oct: Coc Bee he Pets Oe ake oS NSOdSaud 
#L° 60°- HIT? SECS ey aig Je WH - audONaL 
cose ERoS eae *09°- BETS Coe eye ce DULNISOW 
aE ¢ 60°- £o° Oe = Geos ee 9° GaLsvt 
Gis TOs Gor sYOye tO° LAT fac aaqLasvt 
92° ¥09°- 70° (EOS REIS (jee Os aasur 
SaaS GEC= aEe)O yee 9z° Ag cre SLANAd ad 
Sar CE: fae Ly To>— 6O5= jibe = OV 
SATAVIUVA NHOLVUACON 
faa) 0) Nn = Pe) 
=] ae} eS > ica] 
a > 0 D = 
Zz Fes a eS > 
i > = = 5 
te BS) lee] 
6 s) 
nm 


*seTqetzea ssaoons pue otydeszbowap 
Snoraea oy} pue saTeos semoyy pue ashutsyg pue utMyT7YJ SNOSULCTTSOSTW sy} UsaM}J9q SUOTYeTaII09 


7-2 XIGNdddV 


| | encznoraar hao 
‘ 
| 
) enuisey saregue | 
- Nt. aes tiv rd. ro. wOTSGOe ak} a 
Pts -y = nA had “wes tc, 2 Wa, m4 7” 
oc. i. - AG. : o— ay. . ay ct.- JI mm] ef . 
uu, e.- a ?r. +a, p> = HTehA | a 
DL TARTATE BISBAL a 
yr.et v%.e2 £0.49 th.¢ etext ae.0 ie “ae + 
£i.? 12 .€ i.e Gal (Oak . i od cies Wee : 
61 Az =; Sf ar Se | it A . - 
i 


towel 20, cit Jn sunakeingi * 


275 


T8AAT SO°* au} 2B YUeOTFTUAIS , 


OS*2Z) TH*y | 1Q°6t 62°Ot}] T6°tt 76°te ares 
Z2°9| O2°h | og°or (SeASial| PeyOS)s €£°9€ NVAW 
SOILSILVLIS FIIdKV 


GO ACG A eee oc° 90° Sie HIMOUD *% 
oc* AG © Coz (Al OD CEs TANNOSUAd °€ 
GOES = rea OF" 60° (SOs IIVIS °S 
eC) Se 6cn— (LEC WEes Lee NOILISOd ‘tf 


SUOLOVA SSaaons 
70° (EO | gon QEIS We BBY SULTTAAT 
DPS Ago yiE22 ge° Cie EO° ALVUMdd 

z--| ec: nto 12° "0° ee LINOOOAUA 
Sie ACs dE OS aS C2e Giiesms sansuta 
VO--|,9%° WAS ¥9S° Sree) BOC= dAAVISDOT 
TE \eikGe GIS Oc (Sit Rice Laoang 
JAS een Py ae Yin ih aie OO* 62a SM LONOUd 
GO RS WP REO ae 60° COs YONILTAN 
(SED SYS S 90° ce Geis = Gale RUVIVS 
ZO aie BEC «24° Go° 92° HOYUVUAIH 
{EO Si lh Gye (apes GT: yk oS ih NASTOUATT 
OO NGOS | oye oO (go> ice O° dASTAAAT 

SUHOLVYOIGNI ssasons 

OS AS Ney eae LOe Ge: LWOWSUA 

me Ovi2 Oi OCS ZO° Sze= NSOdS aud 
SUES ac? ho 7Os= Gian Gis qunNaL 
GOs Wier We WaT 605— re: SYLNIS ON 
AS) 7 5 l LeYoyO (S792 AES aie Gare adaLsvt 
BEC re Waa (Ags iia oe SOc GILASVT 
Ce > - Les ee Gur BO 49S * GQUSur 
10s Mens SOR— ROS GNIS Poe SLANUdId 
Lee Ces Pian gos (auc HT? aADY 


SUTAVINVA YOLVUGEON 


n vu > io] a) co) a) o un 
= 3 ie 3 D e = a") tC c (e) B) 
Pe} wm (es) 4 oe te H wo wn ts 
no Se W jac eat io} igi is) wn i 
ions Dm a) ° 2) ey 2 2 = 
CoH BH S Pe) 3 > 5 o Gt = N 
a < H< D ad ° se un Hi 
sz] 2m fea] Hn D 4 Zz 
0 >o < n n > 
= w fe 
mo 
ne un 


SSO@ HAAO 


MYOM UYAAO AONANTANI 
AINANTANI 


*seTqetaea ssooons pue otydeafouwap 
snoT4ea oy} pure aiteuuotysenb Azeyuawatddns ay} UO SaTeds snoauvT Teds rm oYyy UWaeMzaq SUOTZeTAII05 


G-9 XIQNdddV 


levwwi Zhi. 


co .ot 
24 é2.9% 


MP « 


amore rrany Shai 


“veined a 


te Owored gree 


“ae 


Appendix D 


Copies of the basic and supplementary questionnaires 
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Appendix D-1 THE BASIC QUESTIONNAIRE 


PERSONAL DATASHEET 


Please answer as fully and honestly as you can the following 
questions. You will note that you are not asked to reveal your 
identity on this datasheet: we assure you of your anonymity. This 
data will be kept confidential and used for research purposes only. 


Personal information: 
ee ee ee Os 


Dave of birih Sex No. of dependents 


Marital Status; ) M W Separated Divorced 


Educational background: 


Number of years of full-time education (count all schools) 
Date of last full-time educational experience 
Date of last part-time educational experience (eg.night school) 


Management Training background: 


Date of last management training program: 
Length of trapning (in full-time days): 
Name of last program: 

Conducted by; 


Management experience: 
Date joined the Public Service; 


Date started present position: 
Total length of management/supervisory experience: 


Performance indicators: 
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How many hierarchial levels in your Department? (Count from the Deputy 


Minister down to the most junior clerk inclusive) 


How many hierarchial levels between you and your Deputy Minister? 


Current salary level ‘3 pea. 


How many multiple increments have you received in the last five 
years? 


How many promotions have you received in the last ten years? 


pntwetio’® odd en aney 

“Het lbovo) of besten Fon tia doy eds pda pra ele 
ain? «.¢?iinmgtoun Wor To Boy SRA ow steedaantad eids 6 
(ind eusuquiqg dotevesa tot beep tre Ladsnobiinue = 


: atndtiaqeh 14 af eo yee . , 
Gerd tae Pl ba Penge & vf 4 2 eddese testa 
5 4 _iaa az 


twivortign “tls ude ) WotJatthe @6Fs-lLint ta ateoy Yo 10 osm 
7 ee led wii baie limes engirthe omli-/iwa eal to 6 ered : 
(Loottay Jipjiene) Weaotingke Lomas amid-3 16g seal te sted. Al 


t 

i ’ 
: gaa guinierT Inomeps / nah 

Beep F “ | £ t. ; 


ao nie tiota etrciett teoemppensam Jaal lo sted : 
{eye emid-'tyt a2) eniniet) Io digned | 
is caergeg taal te saath J 


:¥d bed sade aaa 


t@onws Lagxsy sovwopeton lk ' — 
i 


_ paaivise >j idutt esta banriat ein a * 
Nobitend tae4e%q bealiste2. stad 
yee YIORL Ieee \nemepenam Yo dignsl Ietor_ 


ET a. ee oe mare 


ma a nn ne 


Se A NS ea 


‘e16is6o bas — 
, 7 


eiuqe0 oft mow) toveo) 4 nowt aeqe@ tua ai etovel iatdaasieid Yoam woH 
livieewlutl avebo toboui, boon ed? of oeob a i 


—_— pe 7 


Sore teywti yltiqa ter bon sere aAgew tod aiuvel laido jet9id cane ow 


——_—_ 


ke. & level qtelew % 

svi) tual od? 5 ery eaora’s noe bed @fremetont ofii tow a 
— 

foxtoy. wot teol ait al sich de noe aval anat tomer 


—— i 107 


ee] 


or | 


278 


Approximate size of the budget you control? 


Approximate number of staff you supervise either directly or through 
subordinates 


Number of direct subordinates 


How often do you have dealings with your Deputy Minister? 


What was the rating for supervisory ability on your last PAO5? 
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Appendix D-2 THE SUPPLEMENTARY QUESTIONNAIRE 


ORGANIZATIONAL CLIMATE SURVEY 


Organizations differ in the amount of structure they possess. 
By 'structure' here, we mean simple the formal organization chart 
but the feeling or '‘norms' within the organization. We might 
consider a scale for '‘structure' as shown below: 


1 2 3 be 5 6 1% 8 9 
b+ 4 Ht 


'Peritectly ridgid' 'Perfectly felxible' 
Autocratic leadership; things Leadership is laissez-faire if 
must be done 'by the book'; apparent at all; people are left 
Work is broken down to the very largely to their own devices; 
Simplest tasks; the emphasis is the focus is on purpose —- methods 
on control; all decisions made are up to the individual; most 
at the top; a static organization decisions are made at 'the grass 

roots!'; organization is very 
dynamic 


1. At what point on the above scale would your department fall? 
2. Where would the unit that you head be? 
3. How about the one your boss heads up? 


4. Now consider the matter of the degree of influence various people 
have on your work unit (you and your subordinates). If the total 
amount of influence is considered as 100%, what percentages 
would the following people have? 


a. You 

lac Your boss 

Ce Your subordinates 

cle Your clients 

e. Your specialists (D.P.0., accounts, €to) 
ik The Minister of your department 

Ge Your deputy minister and directors 


Its Others (please specify) 


5. How much authority do you feel you have to make decisions which 
significantly effect your work groups 


1 2 3 My 5 6 7 8 9 
ee 
Absolutely Not About More than Far too 


None enough enough enough much 
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6. How much pressure from other people to get the job done do you 
feel you are under? 


f 2 3 hk 5 6 7 8 9 
a eS St 


Far too Too About the Too hai avoo 
Mitte Little right amount much much 
7- How satisfied are you with your present job? 
1 2 3 4 5 6 % 8 9 
en Se 


Extremely Fairly Non- Reasonably Extremely 
unhappy unhappy reactive satisfied satisfied 


8. How much influence do your subordinates feel that you have over 
your boss? 


1 a 3 by 5 6 7 8 9 


Absolutely Seldom A moderate Usually get Complete 
none get my way amount my way 


9. How much influence do you feel you have over your boss? 
d 2 3 "t 5 6 i 8 9 
i SS tl 


Absolutely Seldom A moderate Usually get Complete 
none get my way amount my way 
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Figure 32. Best predictive regressions. 
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